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1.0 INTRODUCTION TO INCIDENT COMMAND FOR 

CORRECTIONS 

The purpose of this Incident Command System for Corrections Operations Manual is to 

identify standard operating procedures that can be employed in establishing command 

in a correctional setting at the line level and to provide a system for the effective 

management of personnel and resources that respond to the incident as it escalates.   

The organization models provided in this manual are based upon the National Incident 

Management System (NIMS) protocols created in response to Department of 

Homeland Security Presidential Directive 5: Management of Domestic 

Incidents (HSPD-5) which identifies steps for improved coordination in response to 

incidents. It requires the Department of Homeland Security (DHS) to coordinate with 

other Federal departments and agencies and State, local, and tribal governments to 

establish a National Incident Management System (NIMS). 

Since its inception, NIMS strives to integrate existing best practices into a consistent, 

nationwide approach to domestic incident management that is applicable at all 

jurisdictional levels and across functional disciplines in an all-hazards context.  FEMA 

describes the connection between ICS and NIMS on their website as “One of the most 

important 'best practices' that has been incorporated into the NIMS is the Incident 

Command System (ICS), a standard, on-scene, all-hazards incident management system 

already in use by firefighters, hazardous materials teams, rescuers and emergency 

medical teams. ICS has been established by the NIMS as the standardized incident 

organizational structure for the management of all incidents.”  

An ICS organization can be expanded easily from a very small operation for routine 

incidents into a larger organization capable of handling catastrophic events. Because use 

of ICS at the line level is the pivotal concept in correctional application of the system, 

Chapters 1.0 through 1.9 contain the basic fundamentals of ICS for line staff and first line 

supervisors.  Chapters 2.0 through 2.9 build upon this foundation and focus on the 

activities of the expanded organization and functions of command for upper-level 

supervisors and administrators during larger-scale events.  

The contents of this manual and associated lesson plans are intended to add specificity to 

the mandates and training components provided by the National Incident Management 

System and do not replace curriculum mandated by Homeland Security.  Current 

information provided by the National Integration Center for current guidelines should 

be accessed regularly for overall NIMS training requirement for state and local agencies. 
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1.1 FUNCTIONS OF COMMAND 

In any incident, there are universal standard activities that are performed by the 

Incident Commander to achieve the tactical priorities.  The first five functions must be 

addressed immediately from the initial assumption of command. 

1. Assume and announce command and establish an effective operating position.  

2. Rapidly evaluate the situation.  

3. Initiate, maintain and control the communications process. 

4. Determine strategic goals and develop an incident action plan.  

5. Develop and implement an effective incident command organization.  

6. Determine tactical objectives.  

7. Review, evaluate and revise (as needed) the incident action plan.  

8. Provide for the continuity, transfer, and termination of command. 

 

1.2 ESTABLISHING COMMAND IN CORRECTIONS 

In order to ensure consistent utilization of the system and to facilitate organization of 

supplemental resources, ICS in corrections should be implemented for any 

incident outside the ordinary and routine when additional resources may 

be required.    

The first staff member on the scene at an incident must assume and announce command.   

This status lasts until additional personnel and/or higher ranking staff respond and a 

determination is made as to transfer or retention of command by that Initial 

Commander. 

In the event the first staff member on the scene is an active participant in an incident or 

its resolution and cannot assume command, the next arriving officer on the scene not 

directly involved in the incident is to assume command.  In this case, information 

contained in the Brief Initial Report should be broadcast indicating the level of staff 

involvement, and the fact that the reporting officer is not assuming command.  
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1.3 TACTICAL  PRIORITIES 

In any incident, there are universal priorities which must be considered as the 

foundation of all decision-making at the command level.   Under the Incident Command 

System, the Commander is responsible for developing a command organization to 

facilitate the completion of the tactical priorities. 

Under NIMS, initial decisions and objectives are established based on the following 

priorities: 

 First Priority: Life Safety 

 Second Priority: Incident Stabilization 

 Third Priority: Property Conservation 

The unique nature of corrections demands optimal use of limited resources, especially 

when emergency circumstances arise.  All correctional entities need to respond to both 

routine and serious incidents in a consistent and confident manner which must be 

undertaken while ensuring the safety of the public.   

The nature of corrections also demands ensuring the welfare of all persons inside the 

institution which include security staff as first responders, inmates – as both aggressors 

and victims - and civilians as varied as non-security staff, visitors and vendors. 

The Tactical Priorities listed below are designed specifically for the correctional 

environment and are presented in order of their importance.   

1. Provide for the safety, accountability, and welfare of the public, personnel and 
inmates.  This priority is ongoing throughout the incident. 

 
2. Stabilize, isolate and contain the incident and provide for preservation of life, 

property and order. 
 

3. Remove endangered persons and obtain treatment for the injured. 
 

4. Conserve expenses and damage to property. 
 

5. Resolve the incident and return institution to normal operations. 

When making decisions about the actions to take during an incident, these priorities 

should always be taken into account.   
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1.4 COMMAND MODES 

Correctional facilities operate in a residential, continuously occupied setting.  As a 

unique entity amongst first responder agencies, consideration must be given to types of 

modes of command operation, dependent upon the type and size of incident involved.  

This consideration is particularly important when instituting the expectation that any 

given line staff member may activate incident command.  As a result, the three 

Command Modes specific to Correctional ICS are: 

 Assessment Mode  

 Initial Response Mode 

 Command Post Mode 

The decision as to which command mode should be employed will be determined based 

on a number of factors including but not limited to the: 

 Size and seriousness of the incident 

 Location of the incident 

 Anticipated duration of the incident  

 Availability of personnel resources, equipment and supplies 

 Potential for escalation  

Any of the Command Modes can be established singularly or progressively dependent on 

the need of the incident.  For instance, some situations may only require the Assessment 

Mode, some may never escalate past Initial Response and some incidents will require a 

Defensive, or Command Post from the outset. 

ASSESSMENT MODE  

The Assessment Mode is patterned after the fire service model of “nothing showing,” 

meaning no overt action is observed, but there is reason to believe that a response may 

be necessary in the proximate future.  In corrections, this mode is especially valuable 

when evaluating intelligence information and resource availability in light of disturbance 

potential, inmate response to policy change or significant incidents in other facilities. 

In the Assessment Mode, the Incident Commander maintains an operating position 

which serves to gather and evaluate intelligence and information in the most effective 

manner possible.  This position may include collaborative meetings with specialists who 

can provide insight into potentials for escalation or availability of resources. 

The Assessment Mode should be formally declared when utilized even though there may 

have no visible impact on institutional operations.  An incident organization should be 
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developed in anticipation of the possibility of activation of one of the other command 

modes, and a realistic estimate of made of the response times for needed resources. 

This mode generally involves such activities as: 

 Evaluation of incident indicators 
 Interviewing and observing inmates 
 Developing action plans 
 Notification, activation and staging of resources 

The Assessment Mode can last for any period of time, but will end with one of the 

following: 

 Situation is resolved and command is terminated. 
 Situation not stabilized, Initial Response Mode is initiated or the Incident 

Commander assumes a Command Post Mode. 
 Command is transferred. 

INITIAL RESPONSE MODE  

The Initial Response Mode is the most frequently activated mode in a correctional 

setting.  This is adapted from the fire service concept of “fast attack” and acknowledges 

the importance of direct intervention on the part of staff immediately available and 

demands that staff members are able to assume initial command at the moment 

circumstances dictate.  It is most commonly used as an unanticipated incident occurs 

during the course of routine institutional activities.  The officer on-the-scene assumes 

Incident Command and maintains a position providing direct supervision at a distance 

suitable to provide command security. 

Because these situations often present critical life/safety situations that must be 

addressed in a compressed time, every officer in the institution must be prepared to 

assume initial command of an incident, thus activating supervisory and institutional 

acknowledgement and response.   

The Initial Response Mode should not last more than a few minutes and will end with 

one of the following: 

 Situation is resolved and command is terminated. 
 Situation is not stabilized and the Incident Commander assumes a Command Post 

Mode. 
 Command is transferred. 
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COMMAND POST MODE  

Certain incidents by virtue of their size, complexity, or potential for rapid expansion 

require the Incident Commander to assume a secure, safe, and effective command 

position and maintain that position until relieved or command is terminated. 

Some incidents demand the use of the Command Post Mode from the outset, such as 

escapes, disturbances or other planned, large-scale events such as mass transports, 

facility-wide searches or executions. 

Actions taken during activation of either the Initial Response Mode or Assessment Mode, 

including requests for resources and the identification of a staging location, should 

always take into account the potential of the incident expanding to Command Post 

Mode.   

If an Incident Commander is convinced that the incident is likely to expand to the 

Command Post Mode, steps should be taken in the initial stages of the incident to 

activate and staff the command post.   

Certain key staff should be assigned to respond directly to the command post whenever 

this mode is assumed so that the facility is fully operational when the command staff 

arrives.   

In Command Post Mode, the Incident Commander will open a Command Post and 

establish a command organization as described in detail in Chapters 2.2 Expanding 

the Organization and 2.6 Command Post Management. 
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1.5 BASIC COMMUNICATIONS  

Emergency management and incident response activities rely on communications and 

information systems that provide a common operating picture to all command and 

coordination sites.   NIMS protocols describe the requirements necessary for a 

standardized framework for communications and emphasize the need for a common 

operating picture. 

 

 Plain Language:  Use of ten-codes or other call signs should be discontinued 

during ICS.  Responders will utilize names and assume ICS identifiers, i.e. Command, 

Staging, etc. 

 

 Responder Identification:  Radio communications directed to/from established 

functional assignments shall use the appropriate ICS functional title rather than call 

numbers. 

 

 Use of Communications Equipment:  Internal incident communications may be 

directed to/from any element on site in accordance with the appropriate procedures. 

 

 Face-to-face communications is always preferable.   All requests for additional 

resources or assistance within an organizational level must be directed through the 

chain-of-command, who will communicate with Command. 

When it becomes necessary to activate incident command within an institutional setting, 

this first responder will assume command over the radio via the Brief Initial Report. 

The Brief Initial Report shall contain the elements of the size-up and include: 

 The name and rank of the Incident Commander. 

 A brief description of the incident situation, (i.e., location, type of incident, 

number of staff and inmates). 

 Obvious conditions (injury, groupings, weapons, hostages). 

 Brief description of action taken. 

 Declaration of strategy. 

 Any obvious safety concerns. 

 Assumption, identification, and location of Command. 

 Request or release resources as required.  
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1.6 INCIDENTCOMPLEXITY ASSESSMENT  

The Initial Incident Commander is faced with the need to make proper and reasonable 

decisions under the immediate pressure of the emergency.  An assessment system 

becomes a vital and necessary tool to have in this situation.  Assessment is also necessary 

for subsequent Incident Commanders as decisions vary with the dynamics of the event. 

“Incident complexity” is the combination of involved factors that affect the 

probability of control of an incident.  

Many factors determine the complexity of an incident, including, but not limited to, area 

involved, threat to life and property, political sensitivity, organizational complexity, 

jurisdictional boundaries, values at risk, weather, strategy and tactics, and agency policy. 

Incident complexity is considered when making incident management level, staffing, 

and safety decisions.  In any initial incident, a size-up is done to set the immediate 

incident objectives.  Some of the primary considerations in a correctional size-up 

include: 

  Nature and magnitude of the incident  

 Routine for this facility or extraordinary 

  Hazards and safety concerns  

 Spectators, weapons, groupings 

  Hazards facing response personnel and the public  

 Potential for hostages or assault of responders or perimeter breach 

  Evacuation and warnings 

 Return inmates to housing, lockdown of facility, accounting for staff 

  Injuries and casualties 

 Obvious and possible injuries, availability of medical responders 

  Need to secure and isolate the area 

 Use of gates, fences, holding areas or detention cells 

  Initial priorities and immediate resource requirements 

 Designated Response Teams, Tactical Teams 

  Location of Incident Command Post and Staging Area(s) 

 Predetermined and secondary 

  Entrance and exit routes for responders 

 Managing gates, doors and keys 
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Various analysis tools have been developed to assist consideration of important factors 

involved in incident complexity and are available through NIMS.  Listed below in brief 

are the broader factors that may be considered in analyzing incident complexity: 

 Community and responder safety 

  Impacts to life, property, and the economy 

  Potential hazardous materials 

  Weather and other environmental influences 

  Likelihood of cascading events, such as fights escalating to disturbances 

  Potential crime scene (including terrorism) 

  Political sensitivity, external influences, and media relations 

  Area involved, jurisdictional boundaries 

  Availability of resources 

  Potential to extend multiple operation periods 

Incident Action Plan 

An Incident Action Plan (IAP) is an oral or written plan containing general objectives 

reflecting the overall strategy for managing an incident. The Incident Action Plan (IAP) 

is the central tool for planning during a response.  It may include the identification of 

operational resources and assignments. It may also include attachments that provide 

direction and important information for management of the incident during one or more 

operational periods.  

For small incidents, the initial Incident Action Plan (IAP) may be verbal and may cover 

the entire incident. For larger, more complex incidents, the initial IAP may cover the 

initial operating period and then a written IAP will be developed.   

The Incident Commander makes the final determination regarding which ICS forms, 

documents, and attachments will be included in the IAP.  On less complex incidents, the 

Incident Commander may only require the Incident Objectives(ICS 202), Organization 

Assignment List (ICS 203), Assignment List (ICS 204), a Safety Message, and a map of 

the incident area. 

All corrections departments will also require other agency-specific reports, such as 

incident reports, use of force reports, disciplinary and classification action reports that 

must be completed as the incident progresses.   

Incident commanders must ensure that recorders and the planning section have 

comprehensive measures in place to capture and secure important documentation 

throughout the incident and make provisions for secure storage and retention for future 

reference in the event of civil or criminal legal proceedings. 
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1.7 TRANSFER AND TERMINATION OF COMMAND 

Throughout the course of any incident, the Incident Commander has complete authority 

and responsibility for the incident, and command should be transferred only to improve 

the quality of the Command organization and the effectiveness of the incident being 

managed.    

As such, conscientious determinations must be made as to the most viable individuals to 

be in command throughout the duration of the incident.    

Initial Incident Commanders may or may not be relieved immediately upon the arrival of 

a ranking officer, dependent upon the nature of the incident and the relative experience 

levels of the initial commander and the ranking officer.  

In any case, command is only transferred when the outlined transfer-of-command 

process has been completed, officially acknowledged and broadcast. 

There are two types of transfer of command: 

Vertical transfer of command may occur as supervisors senior to the current Incident 

Commander arrive on the scene and determine the need for a higher level of authority to 

assume incident command.   

Horizontal transfer of command may occur when the personal knowledge, skills and 

abilities of an Incident Commander are required elsewhere and another supervisor of at 

least equal rank is present or incidental to normal relief during extended operations. 

Standards for Transfer of Command: 

1. In contrast with normal operations, the arrival of a ranking officer on the incident 

scene does not automatically signify that Command has been transferred to that 

individual.  However, this does not alleviate the responsibility of the ranking person 

on site who always retains all procedural and statutory accountability for actions 

taken by command. 

 

2. The employee assuming Command will communicate directly with the Incident 

Commander being relieved with a face-to-face briefing occurring prior to transfer.  

 

3. The briefing of the receiving Incident Commander should contain the following 

information: 
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 Current situation and prognosis 

 Resources remaining and their status 

 Particular areas of concern (political, community interest, etc.) 

 Logistical support needed or retained 

 Turnover of appropriate incident documentation 

 

4. Except for shift relief reasons, the Incident Commander being relieved shall be 

reassigned to other appropriate duties by the new Incident Commander. 

 

5. Following proper briefing, both the old and new Incident Commanders should 

confirm and record that the Command has been transferred, and announcement of 

this transfer should be made in the context of a Brief Progress Report. 

 

6. Should an emergency develop wherein the current Incident Commander is about to 

lose the ability to maintain Command, every effort will be made to transfer Command 

to an employee of equal or greater rank, while providing as much information, 

consistent with the above guidelines, as possible.   

 

7. Should a situation occur where contact with the Incident Commander is lost without 

warning and cannot be reestablished after several efforts, a successor shall assume 

and announce their assumption of Command. 

 

8. While command shall not be transferred to any employee who is not physically on the 

site, this does not preclude off-site chain of command employees from providing 

direction or advice to the Incident Commander to assist in managing the incident.  

NIMS advises that the Agency Executives/Senior Officials set policy, establish the 

mission to be accomplished, shape the overall strategic direction, and give the trained 

responders the authority to accomplish the incident objectives.  

 

Providing policy direction does not mean that these officials direct 

incident objectives or tactics. 

Termination of Command:  Command is terminated and normal operations 

resumed when all tactical priorities are accomplished, debriefing occurs and a formal 

announcement is made including the official time.  
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1.8 DESIGNATED RESPONSE TEAMS 

The ICS operational structure in the correctional environment must develop at a pace 

which stays ahead of the tactical deployment of personnel and resources.  Building an 

effective ICS operational structure is the best mechanism to achieve a balance between 

managing personnel and incident needs. 

Each institution should identify daily, by shift, those posts which are available as primary 

and secondary responders.  By identifying these resources in advance, only those staff 

members identified will leave their posts, ensuring the rest remain at their duty station 

until otherwise directed.   

The following categories should be identified by shift supervisors, affirmed by facility 

administration, and published daily on the shift roster: 

 A -Team Responders:  This cadre is defined as those posts which can immediately 

respond to an incident without having to secure inmates, tools, gates, etc.  This is a 

rapid response team comprised of individuals assigned to posts determined to be the 

most readily available. 

 

 B-Team Responders:  B Team posts should also be identified daily as those posts 

which could be closed down with minimal lead time and are designed as a second 

wave should the incident escalate.  At the activation of an A Team response, B Team 

members should begin to make ready to respond. 

 

 C-Level Response:  Depending upon the proximity of other institutions, 

supplemental support staff may be included in planning for large scale incidents.   

Inter-institutional planning should occur to confirm potential availability of staff and 

to create cooperative agreements of understanding.  Liaison staff may be assigned to 

coordinate resources of other units, including A and B teams, insuring availability of 

common resources such as transportation, armory, etc. and staging of external 

resources. 

 

Identification of A and B team posts should be a dynamic exercise that occurs daily and 

takes into account current capabilities, last minute assignments and changes in duty 

prioritization.  While general guidelines should be provided from upper management, 

the shift supervisor must have the flexibility to make these assignments on a daily basis 

to ensure sufficient response capabilities.  However, consistency must be maintained to 

ensure that the designation rests solely with the post and not particular individuals. 



Incident Command System for Corrections 

Operations Manual February 2014 

1.9 LEVELS OF RESPONSE – INCIDENT SIZE Page 13 of 48 

 

1.9 LEVELS OF RESPONSE – INCIDENT SIZE 

The terms below are used to designate the response level and resources required to 

manage an incident at the institutional level.  Specifics of the operations and activities in 

these categories will change during the course of an incident and remains under the 

purview of the Incident Commander. 

 

 LEVEL A:  A facility’s designated "A” Response Team is deployed to reestablish 

order and control or to provide assistance.  "A" team response level is appropriate for 

Assessment and Initial Response Modes. 

 LEVEL B:  A facility’s designated "B" Response Team is deployed.  Upon activation 

of the “B” Team, the Command Post Mode should be assumed.  Lockdown of the 

institution may also be a standard element of this level. 

 LEVEL C:  This is a Local Reinforced Response.  Depending on proximity of other 

institutions, A & B teams from other institutions should respond.  Tactical or 

weapons teams may be recalled and staged upon assembly and issue of equipment. 

 LEVEL D:  The tactical team is deployed, and reinforcing tactical teams and local 

non-departmental augmentation is staged. 

 LEVEL E:  The incident requires statewide or regional and/or non-departmental 

augmentation and NIMS level designations begin. 

 

Incident Command for Corrections is designed to interface directly with all NIMS 

compliant organizations should the incident become so large that non-correctional 

agencies or jurisdictions become involved. 

 

A B C D E Level
5

Level
4

Level
3

Level
2

Level
1

 Incident Escalation 

NIMS Level 
Response 

Institutional 
Level Response 
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2.0 INTEGRATED COMMUNICATIONS 

During an incident, the value of effective yet simple communications procedures is 

clearly recognized.  Additionally, effective incident site communications is the 

responsibility of command and goes hand in hand with the sound execution of command 

functions.  Therefore the local radio base station should be considered an integral part of 

the Incident Commander's resource pool.   In institutions where all employees do not 

have assigned radios, provisions must be made to ensure communications with those 

entities in a swift and comprehensive manner. 

Integrated Communications Procedure 

 As stated in Chapter 1.2 Establishing Command, the first individual assuming the 

command function shall do so by identifying the incident.  This procedure is 

implemented to benefit both on-site personnel and the local radio base station by 

clearly separating each incident from any other incident which may be 

simultaneously occurring. 

 

 Supervisors responding to a Brief Initial Report should immediately evaluate the 

situation to determine the need for transfer of command based on their knowledge of 

the institution, individual staff capabilities and institutional protocols.  Whether 

assuming command or advising, the ranking supervisor’s presence and role should be 

broadcast over the radio. 

 

 The terminology for incident identification shall be left to the discretion of the 

Incident Commander.  As incidents begin to escalate and the organization expands, 

radio designations should be identified by using descriptive terms such as 

Transportation Team or Search Teams rather than numeric or letter designations. 

 

 Internal incident communications may be directed to/from any element on site in 

accordance with the appropriate procedures.  Face-to-face communications is always 

preferable, but in large scale incidents other methods such as runners, telephone and 

e-mails may be employed.  

 

 In an expanded organization, all requests for additional resources or assistance 

within an organizational level must be directed through the chain-of-command who 

will communicate these needs with command. 

 

 It must be recognized that radio broadcast of ICS communications to include the 

Brief Initial and Progress Reports will be overheard by the inmate population in 
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housing or common areas.  Caution must be exercised to ensure transmission of 

confidential, sensitive or tactical information in other ways. 

 

 The Communications Unit is responsible for all communications planning at the 

incident.  This will include incident-established radio network, on-site telephone, 

public address, and off-incident telephone/microwave/radio systems.  

 

 It is incumbent upon administrators and supervisors to consistently reinforce good 

communication practices.   

Command by Exception 

Upon activation of ICS, the radio designation "Command" will be used by the Incident 

Commander.  This designation will not change and will remain with the officer currently 

in Command of the incident throughout the event. 

As stated previously, all communications between organizational elements at an incident 

should be in plain language and no codes or call signs should be used.  Not only does this 

signal a change in operational status in the facility, but it also lays the foundation to 

communicate in a common language so that responders from other facilities or agencies 

will understand should the incident escalate.   

In order to keep incident site communications to a minimum, the Command by 

Exception principle should be utilized which limits radio communications to 

transmissions necessary to gather and analyze information to plan, issue orders, and 

supervise operations.    Based on the Command by Exception principle, authorized 

radio traffic during an incident is limited to: 

 Assignment completed 

 

 Additional resources required 

 

  Unable to complete 

 

 Special information 

 

 Echoed acknowledgement of a radio transmission 
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Brief Progress Reports   

A primary role of the Initial Incident Commander is to establish strategy and tactics.  The 

role of responding teams is to support the Incident Commander's strategy and tactics by 

accomplishing specifically assigned tactical objectives.  In order for this cooperation to 

work effectively, it is important for the responding personnel to have as close an idea as 

to what is occurring as does the Incident Commander.  In order to accomplish this, the 

first responding officer's initial report of the situation must be concise, complete and 

accurate.   

As detailed in Section 1.2 Establishing Command, when making the Brief Initial 

report, the radio designation "Command" will begin to be used.  This designation will not 

change and will remain with the officer currently in Command of the incident 

throughout the event. 

A Brief Progress Report is essential to any ongoing incident in that it keeps all concerned 

parties abreast of a dynamic situation.  It is designed to provide information which 

allows staging latitude in filling vacant stations, updates uninvolved personnel in various 

areas of the institution, and permits continuous documentation of an ongoing incident. 

The BPR consists of the following information: 

 Description of the current situation 

 

 Description of current tactical objectives  

 

 Status of resource needs 

 

 The anticipated outcome of incident and approximate time of resolution 

A Brief Progress Report (BPR) shall be required on any and all incidents which initially 

required a Brief Initial Report (BIR).   

The first BPR shall be transmitted at approximately 10 minutes after the BIR.   

Thereafter, BPR's shall be transmitted at intervals deemed appropriate by the Incident 

Commander, but in no case should an interval exceed 30 minutes.   
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2.1 INCIDENT OBJECTIVES AND LEVELS OF COMMAND 

Even in small scale incidents, whenever command is assumed the following levels must 

be considered.  In the context of ICS, the Incident Commander has authority and 

responsibility to ensure these issues are considered and acted upon, if necessary.  

Incident Commanders first develop incident objectives, then strategies, then tactics. 

The relationship between incident objectives, strategies, and tactics is summarized in the 

following points: 

 Incident objectives state what will be accomplished. 

  Strategies establish the general plan or direction for accomplishing the incident 

objectives. 

 Tactics specify how the strategies will be executed. 

 

Additionally, a command organization is stratified into three separate levels responsible 

for carrying out strategies, tactics and tasks in pursuit of accomplishment of established 

objectives. 

The STRATEGIC LEVEL is the responsibility of the Incident Commander who 

addresses overall command of the incident by: 

1. Determining Command Mode (Assessment, Initial Response or Command 
Post)  

2. Determining objectives 

3. Setting priorities 

4. Assigning specific objectives to General Staff units 

5. Developing the Incident Action Plan (IAP) 

6. Obtaining and assigning resources 

7. Predicting outcomes and planning 

The GENERAL STAFF is comprised of the Section Chiefs who are accountable to 

command and responsible for directing operational activities towards specific objectives.  

A General Staff assignment comes with the authority to make decisions and assignments, 

within the boundaries of the overall plan and safety conditions. 

The TASK LEVEL includes the activities normally accomplished by teams or 

individuals.  In small incidents, Command combines the strategic and General Staffs, 

responding employees report directly to Command and operate at the task level. 
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2.2 EXPANDING THE ORGANIZATION 

When an incident occurs, the first position established is the Incident Commander.  This 

individual is responsible for the functions of the areas listed below and which are 

specifically identified under Sections 2.4 and 2.5 Duties and Responsibilities.  

 

 

As incidents expand, the ICS organization can also expand as necessary for the type, size, 
scope, and complexity of the incident.  In corrections, the ICS organization builds from 
the top down. When needed, Sections can be added to this organization, and each 
Section may have subordinate Units. 

This modular concept is based on the following considerations: 

 The organization matches the function or task to be performed; 
 

  Staffing is made only for those functional elements required to perform the task; 
 

  Span of control guidelines are maintained; 
 

  The function of any non-activated organizational element is performed at the 
next highest level; and 
 

 Organizational elements are deactivated if they are no longer required. 
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Delegation:  The Incident Commander releases functions to other personnel by 
establishing Sections and/or making Command Staff assignments or may retain any of 
these functions along with their requisite duties and responsibilities. 

Unless specific assignments are made, the Incident Commander is responsible for that 
function.  One of the most important aspects of successful command is the deliberate 
and appropriate delegation of these critical assignments to the most skilled persons 
available.  For this reason it is not only important to make these assignments, but to 
ensure that the individuals assigned are capable of performing the duties involved.   

Reorganization:  As more employees are deployed and the organization grows, the 

Incident Commander must reorganize the chain-of-command to ensure that all 

employees report to one person and the span-of-control does not exceed seven 

employees.   

Reorganization is necessary when: 

1. The incident expands to involve a number of jobs or functions beyond the 

capability of command to direct and control. 

2. Command can no longer effectively manage the number of staff currently 

involved in the operation. 

3. Personnel are operating from tactical positions which Command has little or no 

direct control over (i.e., out of sight). 

4. The situation presents special hazards and close control is required over operating 

employees. 

Only the most complex emergency situations exceed the capability of one Incident 

Commander to effectively manage the entire operation. In many incidents, only the 

Operations Section will be created to deal with an emergency, and sometimes it is 

advisable to have one Operations Section for the incident and one for normal 

institutional operations. 

Managing the Span of Control:  In a complex incident, the chain-of-command may 

be reorganized many times and have several levels within the structure.  The levels 

within the organization created to manage span-of-control ensure proper supervision 

and communications.  The early establishment of a reasonable span-of-control provides 

an effective Incident Command organization framework on which the operation can be 

built and expanded. 

In complex incidents, it is advisable for the new/relieving Incident Commander to take 

steps to reorganize prior to assuming command. 



Incident Command System for Corrections 

Operations Manual February 2014 

2.2 EXPANDING THE ORGANIZATION Page 20 of 48 

 

Branches, Groups and Divisions 

 Branches have functional, geographical or jurisdictional responsibility for major 

parts of the incident operations directly responsible to the Operations Section Chief. 

 Groups have functional responsibilities that require them to operate in all areas of 

the incident site.  Groups are identified by terms such as property, escort, supply, etc. 

 Divisions, or geographical areas, usually already exist in institutional design 

assignments such as buildings, wings, clusters, etc.   

The organizational chart levels used in the Operations Section are: Branch, Division, 

Group, Strike Team, Task Force and Single Resource.  The levels used in the Logistics, 

Administration and Planning Section are Branch and Unit. 

As the incident grows and employees are assigned, the number of divisions and groups 

multiply.  When they exceed a seven person span-of-control for the Incident 

Commander, the chain-of-command is reorganized. 

The NIMS Organizational Structure template appears below: 
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An example of organizing the Operations Section in a correctional environment is 

reflected below using the NIMS model and provides a standard system to reduce the 

incident site or duties into smaller subordinate management components. The smaller 

span-of-control allows the Incident Commander to communicate principally with 

organizational levels rather than multiple individuals. 

 

When effectively utilized, sectoring allows the Incident Commander to concentrate on 

overall strategy, tactical objectives and resource assignment, allowing the Branch, 

Division or Group Leader to manage their units and complete assignments. The 

following chart lists each organizational level or element with the corresponding 

supervisor title and support position title. 

Organizational Level Title Support Position 

Incident Command  Incident Commander  Deputy 

Command Staff  Officer  Assistant 

General Staff (Section)  Chief  Deputy 

Branch Director  Deputy 

Division/Group  Supervisor  N/A 

Unit  Leader  Manager 

Strike Team/Task Force Leader  Single Resource  Boss 
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2.3 COMMAND STAFF DUTIES AND RESPONSIBILITIES 

INCIDENT COMMANDER   

The Incident Commander is the primary person in charge at the incident. In addition to 

managing the incident scene, he or she is trained to keep the Agency Executives/Senior 

Officials informed and up to date on all important matters pertaining to the incident.  

Command is responsible for the overall management of the incident.  The command 

designation also includes certain staff functions.  The command function within the ICS 

may be conducted through either Single or Unified Command. 

SINGLE COMMAND:  This is the most common command structure applicable to 

corrections when there is no overlap of jurisdictional boundaries involved and a single 

Incident Commander has overall management responsibility for the incident.   

 The implementation of the plan required to effect operational control will be the 

responsibility of a single individual (Operations Section Chief) who will report 

directly to the Incident Commander.   

 

 In an incident within a single command where the nature of the incident is 

primarily a responsibility of one agency, the role of advisor may be filled by an 

individual designated by a sister agency or a superior officer who elects not to 

assume command. 

UNIFIED COMMAND:  When the incident is totally contained within a single 
jurisdiction, but more than one department or agency shares management responsibility 
due to the nature of the incident or the kinds of resources required (i.e. Fire, Medical and 
Law Enforcement), unified command may be implemented. 

The determination of which agency assumes command must be made by mutual 
agreement of the unified command and may be done on the basis of:  

 Greatest jurisdictional involvement 

 Number of resources involved 

 Existing statutory authority 

 Mutual knowledge of the individual's qualifications. 

Detailed requirements of Unified Command situations are contained in NIMS training 
components. 
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COMMAND STAFF   

Command staff positions are established to assume responsibility for key activities which 
are not a part of the line organization.  Additional positions may be required depending 
upon the nature and location of the incident or requirements established by Command. 

 Recorder:  The Recorder captures accurate and complete information regarding the 
incident.  Recorders must be designated from the outset of even the smallest 
incident, and as the organization grows, additional recorders should be assigned as 
needed.  In a correctional setting, Recorders are essential to completing and 
maintaining a myriad of information including but not limited to timelines, incident 
reports, audio and video recordings and agency mandated reports and logs. 
Recorders may also be assigned to maintain the organizational structure and 
activities on a white board in the Command Post. 
 

 Public Information Officer:  This position is not intended to replace the 
departmental public information officer, but rather a liaison with them.  In either a 
single or unified command structure, only one Public Information Officer should be 
designated.  Assistants may be assigned from other agencies involved.   
 

 Safety Officer:  The Safety Officer assesses hazardous and unsafe situations and 
develops measures for assuring personnel safety.  The Safety Officer has emergency 
authority to stop and/or prevent unsafe acts.  In a unified command structure, a 
single Safety Officer would be designated and assistants may be required and may be 
assigned from other agencies or departments. 
 

 Liaison Officer:  The Liaison Officer is a point of contact for representatives from 
other agencies.  In a single command structure, the representatives from assisting 
agencies would coordinate through the Liaison.  Under a unified command structure, 
representatives from agencies not involved in the unified command would coordinate 
through the Liaison.  Agency representatives assigned to an incident should have 
authority to speak on all matters for their agency. 

Additional Command Staff positions may also be necessary depending on the nature and 
location(s) of the incident, and/or specific requirements established by the Incident 
Commander.  

For example, a Legal Counsel may be assigned directly to the Command Staff to advise 
the Incident Commander on legal matters, such as emergency proclamations, legality of 
evacuation orders, and legal rights and restrictions pertaining to media access. Similarly, 
a Medical Advisor may be designated and assigned directly to the Command Staff to 
provide advice and recommendations to the Incident Commander in the context of 
incidents involving medical and mental health services. 
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INTELLIGENCE/INVESTIGATIONS FUNCTION 

ICS allows for organizational flexibility, so the Intelligence/Investigations Function can 
be embedded in several different places within the organizational structure: 

 Within the Planning Section. This is the traditional placement for this 
function and is appropriate for incidents with little or no investigative 
information requirements, nor a significant amount of specialized information. 
 

 As a Separate General Staff Section. This option may be appropriate when 
there is an intelligence/investigative component to the incident or when multiple 
investigative agencies are part of the investigative process and/or there is a need 
for classified intelligence. 
 

 Within the Operations Section. This option may be appropriate for incidents 
that require a high degree of linkage and coordination between the investigative 
information and the operational tactics that are being employed. 
 

 Within the Command Staff. This option may be appropriate for incidents 
with little need for tactical information or classified intelligence and where 
supporting Agency Representatives are providing the real-time information to the 
Command Element. 

The mission of the Intelligence/Investigations Function is to ensure that all investigative 
and intelligence operations, functions, and activities within the incident response are 
properly managed, coordinated, and directed in order to: 

 Prevent/deter additional activity, incidents, and/or attacks. 
 

  Collect, process, analyze, and appropriately disseminate intelligence information. 
 

 Conduct a thorough and comprehensive investigation. 
 

 Identify, process, collect, create a chain of custody for, safeguard, 
examine/analyze, and store all situational intelligence and/or probative evidence. 

The Intelligence/Investigations Function has responsibilities that cross all departments’ 
interests involved during an incident, but there are functions that remain specific to law 
enforcement response and/or mission areas.  

Two examples of these types of responsibilities are expeditious identification and 
apprehension of all perpetrators, and successful prosecution of all defendants.   

This function is different from operational and situational intelligence gathered and 
reported by the planning section and is intended to lead to detection, prevention, 
apprehension and prosecution of criminal activities. 
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2.4 SECTION CHIEF DUTIES AND RESPONSIBILITIES 

The Operations, Planning, Administration/Finance and Logistics Sections (OPAL) 

comprise the General Staffs of the organization.  It is incumbent upon the Incident 

Commander to identify the specific objectives for each Section Chief and communicate 

that with each General Staff assignment comes the authority for completion of the 

objectives, a radio designation and the resources assigned. 

Command Responsibilities for General Staff Assignments 

It is the on-going responsibility of Command to insure span-of-control.  As such, the 

following guidelines apply: 

 Command shall advise each level of overall objectives and any overriding specific 

strategies or tactics. 

 If any organizational level cannot control the resources, they should notify the 

Incident Commander so that responsibilities can be split or otherwise remedied. 

 Transfer of Command procedures will be followed in transferring responsibility 

within levels of the organization. 

 The Section Chiefs should be readily identifiable and maintain a visible position.  

The designation given the General Staff will be used in radio communications. 

 The primary function of a Chief is to direct the operations of their employees in 

performing assigned tasks. 

Section Chief General Responsibilities 

Section Chiefs will be responsible for and in control of all assigned functions within their 

span-of-control.  This requires each Chief to: 

 Complete objectives assigned by Command. 
 Account for assigned personnel. 
 Ensure that operations are conducted safely. 
 Monitor work progress and redirect activities as necessary. 
 Coordinate actions with related activities. 
 Monitor welfare of assigned personnel. 
 Request additional resources as needed 
 Provide Command with essential and frequent progress reports. 
 Re-allocate resources within their span-of-control.  

 
Command must be advised immediately of significant changes, particularly those 
involving the ability or inability to complete objectives or hazardous conditions. 
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OPERATIONS SECTION 

Prior to establishing an Operations section, the Incident Commander is responsible for 

all strategic and tactical responsibilities.  In this role, the Commander is assuming all the 

roles of the organization.  This may continue until the incident is resolved.   

If the incident expands, however, the Incident Commander will need to delegate 

responsibility for tactics to be better able to supervise the entire incident.  At that time, 

the Commander can create an Operations Section.   

In an expanded organization, the Staging Area Manager reports to the Operations 

Section Chief. 

Operations Section Chief 

The roles and responsibilities of the Operations Section Chief are:  

1. Responsibility for the direct management of all incident tactical activities, the tactical 

priorities, and the safety and welfare of the personnel working in the Operations 

Section. 

2. Maintaining direct involvement in the preparation of the Incident Action Plan. 

3. Ensuring accurate and effective communication of Incident Action Plan. 

4. Establishing specific objectives for Branches, Divisions, Groups or Sectors. 

5. Supervision of the Staging Area Manager. 

Staging Area Manager 

The concept of Staging is described in detail in Section 2.5 Staging.  The general 

responsibilities of the Staging Area Manager include the following: 

1. Identification of staging area location by use of signs or other suitable means. 
2. Logging all responding resources and notifying Command/Operations of available 

resources. 
3. Inquiring as to specialty skills available within staging area responders such as 

credentials in firearms certification, commercial driving licensure, language 
translation or emergency medical training. 

4. Parking vehicles in such a manner as to avoid congestion and facilitate movement. 
5. Dispatching single resources and teams as directed by Command/Operations. 
6. Directions to personnel should be face-to-face so as not to tie up radio frequencies. 
7. Ensuring that employees are formed into teams and are properly equipped for the 

action being taken. 
8. Maintaining a level of resources in staging as directed by Command. 
9. Ensuring the security of the staging area. 



Incident Command System for Corrections 

Operations Manual February 2014 

2.4 SECTION CHIEF DUTIES AND RESPONSIBILITIES Page 27 of 48 

 

PLANNING SECTION   

The Planning Section is responsible for gathering, assimilating, analyzing, and 

processing information needed for effective decision making.  Information management 

is a full time task during large and complex incidents.   

The Planning Section serves as the Incident Commander's "clearing house" for 

information.  This allows the Incident Commander's staff to provide information instead 

of having to deal with dozens of information sources.   

The Planning Section may be comprised of specialists in relevant areas who can 

contribute the best possible information to the section.  Additionally, in a Unified 

Command situation, members from different agencies may be assigned to the Planning 

Section to insure all pertinent information is considered.  Critical information received 

by the Planning Section should be immediately forwarded to the Commander; however, 

information should also be used to make long range plans.   

The Planning Section Chief's goal is to plan ahead of current events and to identify the 

need for resources in advance. 

Planning Section Chief 

The roles and responsibilities assigned to the Planning Section Chief include, but are not 

limited to: 

1. Evaluating current strategy and Incident Action Plan with the Incident Commander. 

2. Maintaining resource status and personnel accountability. 

3. Refining and recommend any needed changes to plan with Operations input. 

4. Evaluating incident organization and span-of-control. 

5. Forecasting possible outcome(s). 

6. Evaluating future resource requirements. 

7. Utilizing technical assistance as needed. 

8. Evaluating tactical priorities, specific critical factors, and safety. 

9. Gathering, updating, improving, and managing situation status information with a 

standard systematic approach. 

10. Coordinating with any needed outside agencies for planning needs. 

11. Oversight of incident demobilization and staff debriefing. 

12. Maintaining all incident records. 
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FINANCE/ADMINISTRATION SECTION   

Administration/Finance is established in incidents when the agency(s) involved have a 

specific need for finance services.  Not all incidents will require the establishment of a 

separate Administrative Section.  In some cases where only one specific function is 

required; e.g., cost analysis, that position could be established as a Technical Specialist 

in the Planning Section. 

Roles and Responsibilities of the Administrative Section Chief are: 

1. Procurement of services and/or supplies from sources as requested by Command 

(coordinates with Logistics). 

2. Documenting all financial costs of the incident. 

3. Documenting for possible cost recovery for services and/or supplies. 

4. Analyzing and managing legal risk for incidents (i.e., hazardous materials clean up). 

5. Document for compensation and claims for injury. 

6. The Administrative Section is responsible for obtaining any and all needed incident 

documentation for potential cost recovery efforts. 

LOGISTICS SECTION 

Logistics is the support mechanism for the organization.  Logistics provides services and 

support systems to all the organizational components involved in the incident including 

facilities, transportation, supplies, equipment maintenance, fueling, feeding, 

communications, and medical services, including Responder Rehab. 

Roles and Responsibilities of the Logistics Section Chief are: 

1. Providing for medical aid for incident personnel and manage Responder Rehab.  

2. Coordinating immediate critical incident stress debriefing function. 

3. Providing and managing any needed supplies or equipment. 

4. Forecasting and obtaining future resource needs coordinated with the Planning 

Section. 

5. Providing for communications plan and any needed communications equipment. 

6. Providing fuel and needed repairs for equipment. 

7. Obtaining specialized equipment or expertise per Command. 

8. Providing food and associated supplies. 

9. Securing any needed fixed or portable facilities. 

10. Providing any other logistical needs as requested by Command. 

11. Supervising assigned personnel. 
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2.5 STAGING 

In a multi-agency response, the purpose of staging is to provide a standard system of 

resource placement prior to tactical assignments.  Failure to utilize such a system will 

result in added confusion on the incident site and personnel determining their own 

tactical assignments.   

However, staging is particularly critical in corrections due to the importance of staff 

accountability in an emergency situation and the need to muster sometimes 

overwhelming staff response in an organized and measured fashion.  Additionally, staff 

must be discouraged from rushing into potentially dangerous situations without proper 

authorization or preparation. 

A unique aspect of corrections is the need to account for all employees.  To achieve rapid 

accountability frequent practice is required.  To facilitate accountability, the each 

employee is assigned to one of three designations:  “A” Team, non-relievable post or “B” 

team.   

When a “B” level incident is activated all “B team” responders report to staging where 

they will be accounted for before they are given an assignment or removed from the 

incident ground.    

Therefore in corrections, two separate types of staging are required; Level I - the initial 

response involving the "A" response team and, Level II -the response of multiple teams 

beyond the initial "A" response. 

Level I Staging is utilized by all responding personnel regardless of the type of 

incident.  

1. Post employees at the incident report to the most appropriate position to carry out 

the tactical priorities of command.  

2. In lieu of orders to the contrary, "A" teams and other responding personnel shall 

remain outside of the incident site.  They shall proceed to a convenient location away 

from the site, but close enough to provide immediate response.   

3. Upon arrival at this location personnel will announce their arrival by transmitting 

"(ID) is staged at (ID the location)."  This message will inform the Incident 

Commander the location of the staging area and that the team or individual is ready 

for assignment. 

4. No team or individual shall enter the operation from staging without having received 

orders or approval from command. 
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5. Assignments shall not be requested from staging.  Should a staged team or individual 

feel that the Brief Initial or Progress Report indicates a need for their assistance and 

no orders have been received, they shall repeat the transmission "(ID) is staged (ID 

the location)".  If the second transmission is not acknowledged, the team or 

individual shall report directly to the Staging Area Manager. 

Level II Staging is utilized by all responding teams and personnel beyond the "A" 

response team. 

1. Level II staging shall utilize an area suitable to issue equipment, organize, and 

coordinate the anticipated response of additional resources.   

2. Command, upon requesting additional ("B" team) resources, shall identify the 

designated location of the Level II staging area. 

3. The first supervisor, Officer-in-Charge or otherwise senior individual arriving at the 

Level II staging area and without orders to the contrary shall assume the position of 

the Staging Area Manager. 

4. Communications to and from the incident site and the Level II staging area shall be 

directly between Command/Operations and the Staging Area Manager. 

5. Requests for assignment from staging shall be directed from Command or 

Operations to the Staging Area Manager.  No staged team or individual shall take any 

action except as directed by the Staging Area Manager. 

6. The number of resources in a Staging Area can change dramatically during an 

operational period. It can be, and often is, a dynamic and fluid situation, with 

resources leaving the Staging Area for active assignments and new resources arriving.  

The Staging Area Manager must maintain the status of resources in the Staging Area 

and inform the Operations Section Chief when minimum levels of resources are 

about to be reached. 

7. As staff accountability has been achieved, no staff shall enter or depart the institution 

except through staging and as approved by Command or Operations. 

8. When deployed staff complete their assignments, they should report back to staging 

to await additional assignment or release. 

9. In very large scale events, separate staging areas may be identified for media, tactical 

groups, transport teams or other entities as the situation dictates. 

10. For long-term incidents, Level II Staging may be augmented with a Camp, a 

geographical site within the general incident area that is equipped and staffed to 

provide sleeping, food, water and sanitary services to incident personnel. 
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2.6 COMMAND POST MANAGEMENT 

Correctional institutions, unlike other first responder agencies, have the ability to 

establish a permanent command post within its existing physical plant.  When an 

incident expands to Command Post Mode, the activation, maintenance and deactivation 

of the command post becomes paramount.   

Primary Command Post Designation 

Long before the need for as command post arises, its location must be identified and the 

proper equipment installed.  The best command post must be in a location that is: 

 Secure 

 Convenient 

 Equipped 

 Accessible 

 Adjacent to office and meeting areas for Section Chiefs 

 

The primary command post may also be utilized for other routine institutional activities, 

but equipment and supplies should be secured to ensure they are always available upon 

activation.  Each institution’s unique configuration will dictate the best location for the 

primary command post. 

Alternate Command Post  

In the event the primary command post is not available for any reason, a secondary 

command post must be identified.  Additionally, during the course of an incident 

circumstances may dictate that utilization of an alternate command post is required if  

 the primary command post becomes incapacitated, or  

 the incident becomes too large to be managed from the primary location  

Incident Commanders should continuously evaluate physical accommodations during 

extended incidents to ensure adequate space and equipment is available to allow proper 

accommodation of the changing needs of the organization.   

After-action reviews and debriefings should include an examination of how the 

command post met the needs of the organization. 

Supplies should be maintained and available to transport the command post to an 

alternate location should it become necessary, and consideration should be given to 

identifying command posts both inside and outside the secure perimeter of the facility. 
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Equipping the Command Post 

Each command post should be evaluated prior to use and after each time it is used to 

ensure the proper equipment and environment is provided for optimum operation.  

Considerations should include but are not limited to:  

 Radios (Base station if practical) 

 Telephones (Land line with designated extension and cell phones) 

 Computers (Desktop or notebook, but must have e-mail/internet access) 

 White Boards (For organizational display and incident status information) 

 Site Plans and Blueprints 

 Policy and procedure access 

 Closed-Circuit Televisions 

 Office Supplies including forms, pens, paper, etc. 

 Environmental Issues (ventilation, restrooms, water, vending machines, etc.) 

 Visibility of Compound (pros and cons) 

Staffing the Command Post  

While each institution will have unique needs and resources, some general guidelines 

should be considered: 

 The command post should be accessible to all shift commanders to permit 

entrance immediately upon activation of Command Post Mode. 

 

 There should be an expectation for key staff to respond to the command post 

immediately upon activation of a B Level incident.  Automatic responders may be 

recorders, radio operators and other individuals vital to the infrastructure of the 

command post.  Assignment of one individual to initiate and maintain the 

organizational chart on a white board in the command post is critical. 

 

 Section Chiefs, if identified prior to the incident, should be expected to respond 

directly to the command post for strategizing. Upon receiving clear instructions 

on assignments, the Planning Section Chief can remain in the command post as 

the clearinghouse for information. Operations, Logistics and Finance may be in 

adjacent locations and the ideal command post will have adjacent offices for this 

purpose. 

 

 Staging can be located close to the command post; however, immediate proximity 

may cause issues with traffic and noise for the command post. 
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Managing Operations  

There are several guidelines that make a command post more effective if they are 

instituted from the start and maintained throughout the incident.   

 An Incident Commander must always be in the command post.  Command must 

be transferred even if the IC leaves to view operations or take a break.  Any 

portion of the organization must be able to access command at all times during 

the event.  

 

 Constant maintenance of the white board organizational chart is essential so that 

personnel entering the command post and other staff within the command post 

know exactly who is in charge of what and the essential elements of the incident. 

 

 The command post attracts extraneous personnel throughout the incident.  There 

must be measures in place to prevent them from loitering in the command post. 

 

 Constant information needs to be provided to Operations as to the level and type 

of staffing in the staging area.  There should never be too many or too few. 

 

 Incident Commanders need to assign the use of the radio to an operator to act as 

“voice of command” and avoid the temptation to broadcast instructions over the 

radio themselves.  It is a distraction from dealing with the strategic issues that 

command should be focused upon. 

Command Post Deactivation Activities  

Upon conclusion of an incident, it is vital that the command post not be closed down 

prematurely.  Prior to deactivation, the following criteria should be met: 

 All required written reports and documents including incident reports and 

overtime claims are complete before responders leave the institution. 

 

 Central or regional office verbal and documentary reporting requirements are 

complete. 

 

 Individuals requiring Critical Incident Stress Debriefing have been identified and 

follow-up activities scheduled. 

 

 Steps are taken to ensure the command post is left fully operational for the next 

activation by inventorying and replenishing equipment and supplies. 
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2.7 DEACTIVATION AND DEMOBILIZATION 

Deactivation and demobilization in a correctional environment is far more complex than 

in many other ICS situations.  Potential for interpersonal conflict between staff and 

inmates, retaliation between rival gangs, physical plant debilitation, employee traumatic 

stress and availability of food, medical and security supplies all must be carefully 

considered since the institution must continue to be operated and occupied upon the 

immediate resolution of any incident.   

The final Tactical Priority is returning the institution to normal operations, and in many 

cases the actions taken or not taken in the course of deactivation may have as much 

impact on facility operations as the actions taken during the incident.  The following 

factors must be taken into account when terminating the response to an incident. 

Importance of Timing:  Deciding when to de-escalate an incident and return to 

normal operations should be made in full deliberation with the command staff, taking 

into consideration the following: 

 The institution’s physical ability to return,  
 Damage to infrastructure, furnishings, food service capabilities 

 Unresolved security issues on the yard  
 Have security breaches been discovered and resolved 

 Staff sense of security  
 Have weapons been discovered, have perpetrators been removed 

 Staff sense of revenge  
 Potential for abuses especially in cases of staff assault 

 Staff fatigue or availability  
 Long shifts and post-traumatic stress 

 Inmate reaction to prolonged lockdown 
 Uninvolved inmates recognize some period of containment 

Practical Considerations:  Deactivation planning is a function of Planning Section 

which should be undertaken at the same time the incident is escalating.  Elements to 

consider are: 

 Staffing Levels - current and projected 
 Feeding strategies 
 Medical and transportation issues 
 Alternate bed space considerations 
 Interviewing requirements 
 Discipline and classification actions 
 Property handling 
 Evidence considerations 
 Tactical and stress debriefings  
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2.8 DEBRIEFING AND REPORTING 

Tactical Debriefings 

Following any incident, it is incumbent upon the Incident Commander to schedule and 

conduct a tactical debriefing. 

Tactical debriefings offers Command an opportunity to advise responders of outcomes 

and continuing issues.  When conducted in a collaborative manner, it also provides 

responders with an ability to identify problems that may not have been apparent to the 

command level.  It is essential from both a tactical and morale standpoint that such a 

debriefing occur. 

Ideally, a Tactical Debriefing should include all participants in the operation.  The 

agenda should include the following: 

 A report by the Incident Commander of outcomes, issues needing attention, 

ongoing concerns or operations and commendations. 

 A forum for Section Chiefs to report on the successes or problems encountered in 

their areas of responsibility. 

 An open forum for all participants to voice observations, concerns or 

commendations.  

Incident Commanders should ensure that follow-up recommendations are addressed, 

and that practical improvements made as a result of debriefing suggestions are made.  

Recording and follow-up of these recommendations should be made and published. 

Areas reviewed during the tactical debrief should include: 

Policy and procedure – were current policies, procedures and post orders adequate?  

Were they clear, effective and available to staff?  Was ICS used effectively? 

Staffing - were adequate staff available?  Did staff respond as designated? Was 

supervision effective? 

Training – were staff familiar with provisions of ICS and were they properly trained to 

respond? 

Equipment - did staff have the necessary equipment with which to respond and was it in 

good operating condition? 
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Critical Incident Stress Debriefings   

Any time a significant incident occurs consideration must be given to the psychological, 

emotional and personal effect on staff members.  This should include not only first 

responders and members of the command staff, but colleagues and co-workers of 

affected staff and other individuals outside the incident.   

Agencies should have in place mechanisms to identify, train, call-out and deploy staff or 

contractors for this purpose. General guidelines for Critical Incident Stress Management 

include: 

 Local responders should be trained to respond without specific call out as part of 

the Logistics Section and need to have sufficient access within security limits to 

identify any affected staff. 

 

 Responders should be included in command-level briefings to be able to make 

recommendations and coordinate relief and debriefings. 

 

 Scheduling of defusing or debriefings with professionals should be done in 

conjunction with command/administrative staff. 

 

 As needed, responders should be able to request outside resources such as peer 

support from community agency support or professional counselors. 

 

 Coordination of external family contact and or support for affected staff may be 

required depending on the type of incident. 

 

 CISM responders should collaborate with Safety Officers to prevent unsafe 

practices or over-extension of staff.  

 

In the ICS organizational structure, Critical Incident Stress team leaders report to the 

Logistics Section Chief and may be expected to automatically respond the Command 

Post upon a B Level or higher activation. 

 

An Incident Commander should always be cognizant of the well-being of all staff 

members involved in an incident, and an active and cohesive CISD program will help 

ensure that this critical area is not left unattended in the process of resolving a serious 

incident. 
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Incident Reporting Requirements 

Although NIMS provides a series of forms for use in large scale events that should be 

involved in any incident in which federal reimbursements may be sought, the Incident 

Commander makes the final determination which ICS forms, documents and 

attachments will be used.  

  IAP Cover Sheet (not an ICS form)* 

  ICS 202, Incident Objectives 

  ICS 203, Organization Assignment List 

  ICS 204, Assignment List 

  ICS 205, Incident Communications Plan 

  ICS 206, Incident Medical Plan 

  Safety Messages, Maps, Forecasts (not ICS forms) 

 

*All Hazmat related incidents require a written IAP. 

In addition to NIMS required forms, each agency will have incident reporting 

requirements based on their jurisdiction’s policies and rules, and additional forms or 

checklists may be developed to aid in the planning and debriefing steps of an incident. 

Corrections administrators may want to formulate institutionally specific forms or 

checklists as reminders for responding staff.  However, care should be taken to avoid 

prescribing tactics that may or may not be appropriate to a given incident and thereby 

calling into question command decisions upon after-action review or litigation.   

An Evaluation Form should be used to critique incidents and simulations and to 

document suggestions made during debriefings or to record an independent review as 

requested by administrators.  
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2.9 SIMULATIONS, EXERCISES AND DRILLS 

The successful integration of ICS into daily operations must be reinforced by the training 

exercises known as simulations. The definition of a simulation is a staged incident in 

which responding staff react in terms of planning, directing and communicating as if the 

incident were actually occurring.  The purpose of simulations in ICS is not to critique an 

individual or shift, but rather to provide training and positive reinforcement of ICS 

principles and practices. 

For the purpose of this manual, simulations will be identified as exclusively involving 

institutional staff and facilities, whereas exercises and drills involve outside agencies and 

unified command scenarios.  Guidelines for creation and participation in exercises and 

drills are described in detail in FEMA and NIMS publications, and therefore this manual 

will concentrate on creating simulations within an institutional environment.  

An effective simulation is a controlled, group training activity that has objectives and 

outcomes that are directly related to on-the-job performance.  

Some guidelines regarding simulations are: 

 Simulations should be announced as such and proper notification of adjacent 
units, complexes and monitoring communications centers should be made prior 
to the simulation to avoid being confused for an actual event.   

 
 Simulations should be conducted under a variety of situations so that their 

scheduling does not become predictable. 
 
 Debriefings must always be conducted so that the participants have an 

opportunity to learn and to ask questions.  These debriefings should also serve to 
alert administrators to operational concerns identified during the simulation. 
  

 Simulations must have a particular context including location, players, time, 

problem, desired outcome. 

 

 They must be designed with the ability for successful completion of the task, as 

the purpose is learning not winning, but learning. 

 

 The event must be controlled, monitored, and reported out. 

 

 The simulation should be designed with the ability to replicate the event for other 

applications. 
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Types of Simulations 

There are three types of simulations, each one serving a different purpose and targeting 

different groups of participants.   

1. Local Tabletop simulations do not impact normal operations and can be 

conducted in a classroom or during shift briefing or on the compound without 

shutting down operations or affecting institutional activities.  

 

2. Local Practical simulations are conducted to deliberately affect daily operations 

and to test staff and inmate reactions in a real time setting.   

 

3. Command Level simulations involve entire Institutions or Departments and can 

be conducted on site, in a table-top classroom or office setting.  These simulations 

may be conducted under the following circumstances: 

a. In a classroom, Command Post or Briefing Room  

b. In the midst of a normal day on the yard 

c. C-Level impacting normal operations 

d. Inmates and on-duty staff as participants/affected 

e. Tactical Teams/Medical response with equipment 

Creating a Simulation  

There are five steps in creating an effective simulation. 

1. Defining Goals and Benchmarks 

a. There must be a specific desired outcome of the simulation – what is to be 

tested, i.e., response times, adequacy of equipment or keys, staff 

understanding of systems, etc. 

b. The scope of event must be defined such as the location of the event, amount 

of staff and inmate involvement and expected escalation levels. 

c. Important benchmarks should be defined such as lockdown, count cleared, 

emergency keys obtained and utilized, etc. and a determination made as to 

the actions or elements expected to be demonstrated during simulation. 

d. There must be applicability to on-the-job behaviors and competency levels of 

participants. 

e. Controllers should establish realistic timeframes for the simulation to include 

sufficient debriefing time. 
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2. Creating an Opening Scenario 

a. An Opening Scenario spells out who, what, when where and how. 

b. It provides specifics only as to what is typically known at the outset of an 

event.  Other cascading actions are handled through injects. 

c. It sets the tone and the environment for the simulation and defines the 

problem but not the solution 

d. It should specify how the incident is to be initiated, such as radio 

transmission, phone call, e-mail, etc. 

 

3. Identifying Key Players 

a. Controllers may choose to identify a specific Incident Commander or allow 

the simulation to reveal how the group dynamics identify one. 

b. It is important to formally introduce controllers and define their roles, so that 

participants do not attempt to incorporate them into the organization or 

become confrontational. 

c. It should be specified if participants are representing themselves in their 

present roles, or some other identified position. 

 

4. Creating and Deploying Injects 

a. An inject is a piece of information provided by a controller intended to move 

the incident along, create an unanticipated obstacle, or establish normalcy. 

b. Injects may be created in advance or when controllers observe that main 

points or benchmarks are ignored. 

c. Injects should only be deployed if it is apparent that the participants can 

handle them, and only if they are necessary. 

 

5. Debrief 

a. A debrief is a time for learning and sharing information and insight and to 

allow all participants to voice concerns, objections and kudos as needed and 

is a safe haven for all involved. 

b. It provides opportunity to honestly critique performance over established 

objectives and therefore must be conducted in a no-risk environment. 

c. Feedback must be candid and not just a pat on the back in order to fully 

realize improvement potentials. 

d. A well-conducted debriefing can enhance confidence levels especially for 

inexperienced staff, even if the outcome was not perfect. 
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PROTOTYPICAL LOCAL PRACTICAL SIMULATION 

 

While large-scale tabletop simulations expand to the NIMS/ICS organizational structure 

described above, small scale A-Level simulations may be conducted on shifts to train line 

staff and test response systems.   

 

Below is an example of a small-scale on-site simulation that can be conducted on site 

with little disruption to operations, but with maximum training impact.  If testing of 

lockdown or special count processes are desired, this simulation can expand to a B Level. 

Opening Scenario  

A small fight occurs between two inmates on the recreation field with weapons and 

injuries.   

There is a potential for other inmates to be involved, and a need to preserve crime scene 

and obtain intelligence regarding the cause and extent of the conflict. 
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Potential Benchmarks  

1.   Command Mode:  The simulation should begin in Initial Response Mode to 

 stop the fight and may escalate to Command Post if escalated to B Level. 

2. Potential Objectives Established by Command: 

a. Stop fight and secure the institution 

b. Protect crime scene 

c. Provide medical treatment to injured inmates 

d. Gather intelligence about incident and potential escalation  

e. Evaluate and reduce inmate tensions 

3. Possible Tactics Demonstrated 

 Video camera used to document lockdown. 
 
 Inmates are approached individually and asked to return to their cells; inmates who 

fail to comply are identified and given direct orders to lockdown.  
 
 Combatants are removed from the area, separated and provided medical attention. 
 
 The crime scene is protected by responders and inmates are observed to ensure that 

no evidence is moved or overlooked. 
 
 Reason and extent of the fight are determined and evaluated before returning the 

building to normal operations. 
 

4. Initial Organizational Structure:  A-B Level Simulation 
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GLOSSARY OF TERMS 

AGENCY REPRESENTATIVE:    Individual assigned to an incident from an assisting or 

cooperating agency that has been delegated full authority to 

make decisions on all matters affecting that agencies 

participation at the incident.  Agency Representatives report 

to the Incident Liaison. 

ALLOCATED RESOURCES:  Resources dispatched to an incident that have not yet 

checked-in with the Incident Commander. 

ASSIGNED RESOURCES:  Resources checked-in and assigned work tasks on an 

incident. 

ASSISTING AGENCY:     An assisting agency is one that directly contributes service 

resources to another agency. 

ASSESSMENT:    The evaluation of the various factors at an incident that lead 

to the determination of the problems that must be solved. 

AVAILABLE RESOURCES:  Resources assigned to an incident and available for an 

assignment. 

BASE:     That location at which the primary logistics functions are 

coordinated and administered.  As differentiated from 

Staging, resources in Base are not generally ready for 

immediate deployment.  This element is typically staffed at 

large scale incidents where non-essential resources are 

marshaled and essential resources are staged.  The Incident 

Command Post may be co-located with the base.  There is 

only one base per incident.  Base is a Logistics function. 

BRANCH:     The organizational level having functional or geographic 

responsibility for major segments of incident operations.  

The Branch level is organizationally between Section and 

Division. 

BRIEF INITIAL REPORT: The initial status report which includes all of the information 

necessary to establish Command at an incident. 

BRIEF PROGRESS REPORT:  Periodic information on the status of an incident designed to 

keep interested parties informed as to the progress of the 

incident. 

CAMP:     A location where food, water, rest and sanitary services are 

provided to incident personnel. 

CHIEF:     Functional title of the individual supervising a section, 
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CLEAR TEXT:    The use of plain English in radio communications 

transmissions.  No Ten-Codes or agency specific codes are 

used when using Clear Text. 

COMMAND:   The section of the  staff responsible for the overall 

management of incident activities, specifically responsible 

for assessing incident priorities; developing goals and 

objectives; developing and implementing incident action 

plans; developing appropriate command structure; resource 

management; incident scene safety; liaison with outside 

agencies; and release of appropriate information to the 

media. 

COMMAND MODE:  The mode of operation which is determined by the 

availability of resources and circumstances of the incident 

which are most likely to meet the defined strategies. 

 Assessment -    Investigation by the incident commander and personnel on 

post while other response teams remain in a staged mode. 

 Initial Response -  Immediate action to stabilize an incident, which requires the 

direct involvement of the Incident Commander in the event.  

The Initial Response should not last more than a few minutes 

and will end with the situation stabilized or the withdrawal of 

the incident commander and establishment of a command 

post. 

 Command Post-   The Incident Commander assumes an exterior, safe, and 

effective location establishes a command post and maintains 

that position until relieved by a higher ranking officer. 

COMMAND POST (CP):  That location at which primary command functions are 

executed; usually co-located with the Incident Base. 

COMMANDER:   The individual assuming, and having responsibility for, the 

management of all incident activities. 

 

 COMMUNICATIONS UNIT: Functional Unit within the Service Branch of the Logistics 

Section.  This unit is responsible for the incident 

communications plan, the installation and repair of 

communications equipment, and operation of the Incident 

Communications Center.  Also may refer to a vehicle (trailer 

or mobile van) used to provide the major part of an Incident 

Communications Center. 

CLAIM UNIT:    Functional Unit within the Administrative Section 

responsible for financial concerns resulting from injuries or 

fatalities at incident. 



Incident Command System for Corrections 

Operations Manual February 2014 

GLOSSARY OF TERMS Page 45 of 48 

 

COST UNIT:    Functional Unit within the Administrative Section 

responsible for tracking costs, analyzing cost data, making 

cost estimates, and recommending cost-saving measures. 

DEMOBILIZATION UNIT:  Functional Unit within the Planning Section responsible for 

assuring orderly, safe and efficient demobilization of 

resources committed to the incident. 

DIVISION:    The organization level having responsibility for operations 

within a defined geographic area or function.  The Division 

level is organizational between Groups/Sectors and Branch. 

DOCUMENTATION UNIT:  Functional Unit within the Planning Section responsible for 

recording/protecting all documents relevant to incident. 

FACILITIES UNIT:  Functional Unit within the Support Branch of the Logistics 

Sections that provides fixed facilities for incident.  These 

facilities may include the Incident Base, feeding areas, 

sleeping areas, sanitary facilities, and a formal Command 

Post. 

FINANCE/ADMIN SECTION:  The section of the Staff directly responsible to the Incident 
Commander for all costs and financial considerations of the 
incident. 

FOOD UNIT:   Functional Unit within the Service Branch of the Logistics 

Section responsible for providing meals. 

INCIDENT ACTION PLANS:   Action plans identify the problem/s (strategies), the 

solution/s (tactics), and the tactical operation/s (who & 

when). 

LIAISON:     Point of contact for assisting or coordinating agencies. 

LOGISTICS SECTION:  Responsible for providing facilities, services, and materials 

for the incident and includes the Communications Unit, 

Medical Unit, and Food Units, within the Service Branch and 

the Supply Unit, Facilities Unit, and Transportation Units 

within the Support Branch. 

MEDICAL UNIT:   Functional Unit within the Service Branch of the Logistics 

Section responsible for providing emergency medical 

treatment to inmates. 

MEDICAL SERVICES UNIT: Service Branch of the Logistics Section responsible for 

monitoring, evaluation, and appropriate action with respect 

to the medial condition of emergency response personnel on 

the incident. 
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OPERATIONS SECTION: Section responsible directly to the Incident Commander for 

management of all tactical operations at an incident. 

PLANNING SECTION:   Responsible for the collection, evaluation, dissemination, 

and use of information about the development of the incident 

and the status of resources and includes the Situation Status, 

Resource Status, Documentation, and Demobilization Units 

as well as Technical Specialists. 

  PROCUREMENT UNIT:  A functional Unit within the Administrative Section 

responsible for financial matters involving vendors. 

RECORDER:   Develops accurate and complete information regarding 

incident cause, size, current situation, resources committed 

and other matters of general interest. 

RESPONSE TEAM:  A specified number of personnel, not to exceed the 

recommended span of control of five, assembled for an 

assignment within a unit to provide immediate backup and 

response to another area within the unit. 

RESOURCE STATUS:  Functional Unit within the Planning Sections responsible for 

recording the status of resources committed to incident and 

evaluation of resources currently committed to incident, the 

impact that additional responding resources will have on 

incident, and anticipated resource needs. 

RESOURCES:   All personnel and major items of equipment available, or 

potentially available, for assignment to incident tasks on 

which status is maintained. 

SAFETY:    Individual responsible for monitoring and assessing safety 

hazards, unsafe situations, and developing measures for 

ensuring personnel safety who is a member of the Command 

Staff. 

SECTION:    The organization level having functional responsibility for 

primary segments of incident operations, such as Operations, 

Planning, Finance and Logistics.  

SECTORING:   The act of dividing an incident into small, manageable 

segments.  There are two methods of sectoring.  They are: 

  DIVISION  The dividing of areas primarily along geographical lines. 

   GROUP   The division into functional areas which may operate across 

geographical lines. 
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SERVICE BRANCH:  The branch within the Logistics Section responsible for 

service components including the Communications Unit, 

Medical Unit, and Foods Unit. 

SINGLE COMMAND:  Command structure in which one individual has sole 

responsibility for COMMAND functions. 

SINGLE RESOURCE:   An individual Employee or team. 

SITUATION STATUS UNIT:    Functional Unit within the Planning Section responsible for 

analysis of situation as it progresses reporting to the 

Planning Section Chief.  This unit may also be referred to as 

SITSTAT. 

STAGING AREA:   The location where incident personnel and equipment are 

assigned on an immediately available status. 

STAGING AREA MANAGER:  Responsible for the coordination, support, and distribution 

of incoming resources. 

STAFF:    The group of incident management personnel comprised of 

the Operations Section Chief, Planning Section Chief, 

Logistics Sections Chief, and Administrative Section Chief, 

Information, Safety, and Liaison Office, who report directly 

to the Incident Commander. 

STRATEGY:   The overall plan that will be used to control the incident, the 

purpose towards which all incident activities are directed.  

Strategic goals are broad definitions of incident problems. 

SUPPLY UNIT:   Functional Unit within the Support Branch of the Logistics 

Sections responsible for ordering equipment/supplies 

required for incident operations. 

SUPPORT BRANCH:  A Branch within the Logistics Sections responsible for 

providing the personnel, equipment, and supplies to support 

incident operations.  Components include the Supply Unit, 

Facilities Unit, and Ground Support Units. 

TACTICS:     Specific operations that must be accomplished to achieve the 

strategy.  Tactics are both specific and measurable. 

TACTICAL WORK SHEET:  Documents describing general control objectives reflecting 

the overall incident strategy, and specific action plans for the 

next operational period.   

TEAM:    A specific number of personnel assembled for operational 

assignments.  The number of personnel in a team should not 

exceed recommended span-of-control guides.  A Team 

operates under the direct supervision of a Team Chief. 



Incident Command System for Corrections 

Operations Manual February 2014 

GLOSSARY OF TERMS Page 48 of 48 

 

 

TECHNICAL SPECIALISTS:  Personnel with special skills who are activated only when 
needed.  Technical Specialists may be needed in the areas of 
weapons, behavior, environmental concerns, resource use, 
and training.  Technical Specialists report initially to the 
Planning Section but may be assigned anywhere within the 
organizational structure as needed. 

TIME UNIT:    A functional Unit within the Administrative Section 

responsible for record keeping of time for personnel working 

at incident. 

TRANSPORTATION UNIT:  Functional Unit within the Support Branch of the Logistics 

Section responsible for fueling/maintaining/repairing 

vehicles and the transportation of personnel and supplies. 

UNIT:     That organization element having functional responsibility 

for a specific incident's Planning, Logistics, or Administrative 

activity. 

UNIFIED COMMAND:   The organizational method which allows all agencies or 

individuals having jurisdictional or legal responsibility 

towards an incident to contribute to the command function. 
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