Topic 4a: ARES Management and Incident Command System: ARES Leadership
Objectives
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This unit discusses how ARES must work with and within the Incident Command System (ICS), and offers some new information about the ARES/ICS relationship. Upon completion, you should be aware of the forms that ARES integration with the ICS can take, and how ARES leadership must adapt to function within the ICS environment.
 
Student Preparation Required:
 
· None

Information
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Since the early 1970s when the first official Incident Command System (ICS) was introduced in California, an increasing number of local, state, and federal agencies have adopted the ICS for both major and day-to-day incident management. Based in part on “lessons learned” from the 2001 attacks on the World Trade Center and the Pentagon, use of the Incident Command System is required by NIMS, which was mandated by Homeland Security Presidential Directive 5 (HSPD-5). NIMS is required for Federal Government agencies, and adoption of NIMS by State, tribal, and local governments is a condition for the receipt of federal preparedness funds, including grants, contracts and other activities. For this reason, it is imperative that all Amateur Radio emcomm leaders have a good working knowledge of the ICS procedures used in their area, and how ARES might fit into it in a variety of situations. Note that many served agencies, especially those which are government based such as EOC’s, require all volunteers and responders to have taken several of the basic ICS courses. This includes, but is by no means limited to, amateur radio emergency communication operators.

The Two Integration Models
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Amateur Radio emcomm groups are most likely to have one of two relationships with the Incident Command System.
 
In the first model you are there to support a single agency, such as the American Red Cross, providing only internal agency communications. Your interaction with the ICS structure in this model will be limited. Many such non-governmental agencies have their own protocol which is not ICS based.
 
The second model places you directly in the ICS structure. In this case, you are either a designated independent resource agency called in to provide interagency or command communications support, (under the Federal Response Plan and most state plans, ARES would be considered an ESF #2 agency), or are directly affiliated with the lead emergency management agency. Your group will fall under the Logistics Section, Service Branch, Communications Unit of the ICS structure. The Communications Unit Leader will use your group as a resource to solve both single agency and interagency communication problems.  

However, like many things in a response, this isn’t cast in stone as communications may be part of Operations and not Logistics…there’s the book way and the way it really works and is set up. It will also vary by need and location. Remember, the value of ICS is its ability to expand and contract as needed to meet the missions. All the formal pieces of the ICS structure may not be in play, yet all the functions may be nevertheless completed by just a few people. So Amateur Radio could very well be used, but not buried down in the structure as indicated by this example. Leadership should know this, that in some scenarios they could be answering directly to the Operations Chief or the Commander.
 
In either case, it is important to remember that at any event being run under the ICS, only those organizations that are specifically invited may participate. “Spontaneous” volunteers must first be processed and trained etc…and this could be a major burden…so the point is that Amateur Radio must be involved well ahead of an event in planning, training and exercising. This underscores the importance of building long-term relationships well in advance with served agencies, since more and more incidents of all sizes will be managed with the ICS in the future. If you are working with these types of governmental agencies, you will most likely be told that you must have a working knowledge of the ICS and many of the forms used which are associated with it.

Titles Within The Incident Command System
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When only one person has a particular job title, there’s no real difference in addressing a message by name or by title. When the job is staffed around-the-clock, there is a difference – the message addressed by title can be handled by whichever person is filling that function at the time the message arrives; if the message is addressed by name, the message may be set aside until that particular person returns to duty.
 
The Incident Command System defines specific jobs and designates their titles. When the person filling that job goes off duty, their replacement takes on the same title, authority and responsibilities as the person they are replacing. A briefing is an essential part of the transition, so the person coming on duty can handle any issues that were unresolved during their predecessor’s shift.
 
The ARRL Field Organization is designed for administrative management, not around-the-clock command and control. When the Section Manager is sleeping, his/her powers are not transferred to the Assistant SM. Only the SM can appoint the SEC, for example. If the SEC resigns while the SM is sleeping, the ASM doesn’t have the authority to appoint a new SEC. To address such possible scenarios, pre-given authority should be in place from the SM so that an automatic chain of command can take place if it becomes necessary. For example, the SM can authorize an ASEC to become an “interim SEC” if the SEC resigns without notice and so on.

The ICS was designed for incidents of any duration, short or long. Titles held are only while on duty; when off duty, someone else holds the title. By contrast, the Section Manager is the SM whether on-duty or off-duty.
 
If a communications team in the field were to send a message requesting replacement batteries, they wouldn’t care whether Wilbur or Orville was on-duty as the COML (communications leader); they just want some batteries. If the message was addressed to Wilbur specifically, and Orville just came on duty, the message might wait 12 hours until Wilbur returned. If the message were addressed to the COML, it would be handled promptly regardless of who was on-duty.

In the ICS environment, a message should be addressed by name only if it is of a personal nature (such as a note from a family member), or relates to a matter specific to the addressee (e.g. something not related to the incident); otherwise the message should be addressed by function title. Addressing a message by name may cause unnecessary delays in dealing with the content of the message. Always remember that when working within the confines of the ICS, we must use the type of forms that the served agency requires and not rely on just the ARRL message form which they may not accept unless there is specific health and welfare traffic and only other amateur operators will receive it.
References
· NIMS National Incident Management System - www.fema.gov/national-incident-management-system
· [bookmark: text1232anc][bookmark: text1233anc]Emergency Management Institute (ICS courses) - www.training.fema.gov/emicourses/

Review
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Incident Management system (ICS) is used for a broad spectrum of incidents, from routine to complex, both naturally occurring and manmade, by all levels of government - Federal, State, tribal, and local - as well as nongovernmental organizations (NGOs) and the private sector. It is the combination of facilities, equipment, personnel, procedures, and communications operating within a common organizational structure, designed to aid in incident management activities. Amateur Radio Emergency Communications groups must plan well ahead and build relationships if they are to contribute in this new arena.   

Student Activities
1. You are the leader of a local Emergency Communications group. A widespread emergency has arisen in your area. The lead emergency management agency in your home area has contacted you and asked for aid.  
 
a) List the questions you would have and info you would need to know to fulfill this request. 
b) Describe the staff (including qualifications), modes of operation, and the equipment you would need to fill this order if it were just for the local EOC itself.  

Topic 4 Section A Knowledge Review
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In order to demonstrate mastery of the information presented in the topic, you will be asked a series of un-graded questions. There are approximately 5 questions on the following pages in multiple-choice or true/false format. Feedback will be offered to you based on the answer you provide. In some cases, you may be directed back to the area of the topic where a review might benefit you in order to find the correct answer.

Question 1:

Which of the following is true?
a) ICS requires the use of NIMS. 
b) NIMS requires the use of ICS. 
c) NIMS has replaced ICS. 
d) ICS has superseded NIMS.
Question 2:
Two ICS integration models were discussed in the course. Which of the following statements about the models is true?
a) There is no difference between the two models. 
b) Both models permit an Emcomm group to opt out of the Incident Command System. 
c) Both models specify that only those organizations that are specifically invited may participate. 
d) Both models guarantee that an Emergency Communications group will serve only one agency.
Question 3:
Which of the following is true about ICS job titles?
a) Function titles should not be used when the person’s name is known. 
b) Function titles should be used along with the person’s name. 
c) Function titles should be used to address incident-related messages. 
d) Function titles are not standardized, so they should be avoided.
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Correct Answers
1	b
2	c
3	c
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