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Participant Information
VCL305 Tactical Command

  Aim

The aim of this course is to provide you with the knowledge and background to 
understand the basic principles of the Incident Management System.

  Course outcomes

The Participant Guide has been written as a reference book for your studies in  
the course Tactical Command VCL305. This material constitutes the necessary 
understanding of the Incident Management System within QFRS. This information is 
a critical link in the Crew Leader Program.

  What you need to complete this course

•  Complete VFM105 IMS Principles or equivalent as pre-requisites.

•  Read through this Participant Guide carefully. 

•  Complete the Self-Check Questions in this Participant Guide.

•  Attend and complete the Crew Leader Program Practical Assessment.

  Assessment

• The assessment for this course is conducted holistically during the  
Crew Leader Program Practical Assessment.

 Participant Information
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Introduction
Tactical command is the essence of the fire officer’s operational function. Tactical 
command in the Queensland Fire and Rescue Service (QFRS) is firmly grounded 
in a widely adopted system of incident management – a system that is generally 
used and recognised by response agencies throughout this country and beyond.  

This system relies on knowledge of its principles by emergency responders – from 
decision makers through to those following the instructions that emerge from the 
decisions. The decision-making process must be based on thorough and on-going 
risk assessment and evaluation. Operational performance must never be at the 
expense of operational safety. 

 Introduction
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CHAPTER 1

The Incident Management 
System (IMS)

The model adopted by QFRS was developed in Australia during the mid-eighties. 
It was based on the American National Inter-agency Incident Management System 
(NIIMS) that had already been utilised in America for a number of decades. It 
arose from a need for a consistent, universally understood and applied incident  
management system. Its aim has been largely attained – to achieve a seamless  
integration of activities and resources of multiple agencies.  

It offers an incident management system that is adaptable to incidents of any size, 
as well as those that escalate or are downsized. Many elements in NIIMS are  
incorporated into the Australasian Inter-Service Incident Management System 
(AIIMS). These include:

• Clear lines of command; 
• Span of control; 
• Sectorisation; 
• Decision support; and 
• Inter-Agency Cooperation.  

1.1  AIIMS principles

AIIMS principles include:

• Functional management – allowing personnel to perform specific functions  
– from control to operations, planning and logistics.

• Management by objectives – objectives are developed through consultation  
by the Incident Management Team (IMT) and conveyed to all parties concerned.

• Span of control – setting a practical limit of personnel or resources that one 
person can successfully manage – ideal 1:5. 

• Control – refers to the overall direction of emergency management activities  
in an emergency situation – relates to situations and operates horizontally 
across organisations.  Authority for control is established in legislation or in  
an emergency plan and carries with it the responsibility for tasking other  
organisations in accordance with the needs of the situation.

• Command – is the internal direction of the members and resources of an  
organisation’s roles and tasks by agreement or in accordance with relevant  
legislation and operates vertically within an organisation.

• Coordination – refers to the bringing together of organisations and other 
resources to support an emergency management response. It involves the  
systematic acquisition and application of resources (organisational, human  
and equipment) in an emergency situation.
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Adopting these principles, IMS provides the basis for a common and effective  
management framework incorporating: 

• defined functions 
• uniform terminology 
• an adaptable and scalable approach 
• defined incident management structure 
• clearly defined roles and responsibilities 
• an effective resource management system 
• a risk management approach 
• clearly defined communication flows 
• comprehensive planning processes 
• a system for review and modification 
• a system that meets the needs of, and caters for, all incidents and events.

This means that the AIIMS principles apply, regardless of the size of an incident.  
For example, at a small incident, the Incident Controller (IC) may retain all the 
functions – control, operations, planning and logistics. At a larger incident, he/she 
may delegate one or more of those functions, usually starting with operations.  
Personnel in the roles of Incident Controller, Operations Officer, Planning Officer 
and Logistics Officer make up a basic or simplistic Incident Management Team 
(IMT). An Incident Management Team can consist of as few as two personnel for a 
smaller incident or as many as 100 or more personnel for a large, complex incident.

Incident Management System relationships 
 
Incident Controller

Responsible for overall incident management.
 

Planning Responsible for:

•   collection, evaluation and distribution of information  
on the current and forecast incident situations;

•   preparation and distribution of the plans and strategies  
that are to be used in controlling the incident;

•   collection and maintenance of information about  
the resources that are allocated to the incident; and 

•   provision of management support services.

Operations Responsible for implementation of tactical activities  
for the resolution of a specific incident or event.

Logistics Supports control of the incident through the procurement  
and maintenance of human and physical resources,  
facilities, services and materials.
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1.2  Applying the principles

At a Level 1 incident, such as a grass fire, the most senior authorised fire officer:

• assumes control;
• assesses the incident situation;
• establishes a control point (generally a suitable vehicle);
• names the incident by giving the incident a name or a call sign associated  

with the location of the control point or incident; e.g., Ford Road Control;
• identifies the Incident Controller; e.g., IC is First Officer Jack Jones;
• maintains communications with crews on the fire ground and Firecom;
• secures resources and maintains span of control of 1:5.

The IC assumes control, identifies him/herself to all personnel including Firecom, 
establishes a control point, identifies an appropriate communications plan (IMS 4.1) 
and sets the incident objectives. 

Communication to Firecom (sitrep)

To assist in maintaining control from the start of the incident, good early verbal 
communication to Firecom must include information such as:

• the exact location of the incident
• an initial situation report (sitrep) immediately after size up
• the name of the incident and the IC
• the location of the staging area and where you want arriving  

appliances to be positioned
• the fire ground channel and frequency (i.e. VHF 12) that is identified  

in the pre-existing communications plan. This is so that arriving  
appliances know how to make contact with the IC.
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If this information is communicated to Firecom in the first few minutes of arrival, 
all responding appliances can be given this information en route. They would then 
know immediately who is in charge, where they need to report to and how to talk 
to the IC.

If the incident progresses, the IC may need to acquire more appliances, delegate 
some or all of the functions and may also need to assign sectors.

Sectors are operational areas identifying designated portions of the incident; e. g., 
left and right flank of grass fire. Refer to Operations Doctrine IMS 2.16 and FIG 
page 23. For wildfire incidents, given the large area involved, sectors and divisions 
may be allocated. Sectors may be geographically specific to the area involved; 
e.g., Sandy Creek sector. If the incident is so large that it requires more than five 
sectors, the incident may be divided into divisions, each containing a number of 
sectors.

Sector Commanders would report to their Division Commander rather than to the 
IC or the Operations Officer. This effectively reduces the information load and radio 
traffic at each command level.

Sector

Firecom

Control Point
(Whyte Island Control)

Sector

Sector

Incident

Level 1 incident structure

• Establish a Control Point – any vehicle.
• Identify a Control Point call sign.
• Maintain communications with Firecom.
• Secure resources and maintain span  

of control 1 : 5.
• Incident progresses:
 –  more appliances or functions required
 –  sectorising required
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1.3  QFRS Operations Doctrine

QFRS utilises the principles of AIIMS as a management system for the control of all 
incidents, ensuring a consistent approach. The processes used by QFRS in man-
aging incidents are clearly defined in its Operations Doctrine – a comprehensive 
doctrine that incorporates:

• Incident Management Systems (IMS)
• Incident Directives (IncDir).
• Incident Action Guides (IAG)
• Incident Forms
• Incident Work Sheets

A pocket-size Field Incident Guide (FIG) was developed to help firefighters remember 
the keys points of each of the Operations doctrine components.

Incident management is supported by approved tactical command packs that 
incorporate checklists, worksheets, forms and tools.

Incident management in QFRS incorporates/adopts the command categorisations 
of ‘offensive’, ‘defensive’, and ‘transitional’ modes of operation, adhering to a  
standardised approach to minimising operational risk. Refer to IMS 2.11. The adoption 
of such modes of working must be based on evaluation and decision-making arising 
from effective information gathering.  
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Self-Check Questions
CHAPTER 1 – The Incident Management System

Question 1.
Describe functional management.

Question 2. 
What is the practical limits of personnel or resources for Span of Control?

Question 3.
(a)  What three functions does the Incident Controller have at a wildfire?

(b)  Describe some tasks for each of these three roles.
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Question 4.
(a)  List the minimum details which the Incident Controller needs  

to communicate to Firecom.

(b)  List the five sections in the Operations Doctrine.

Question 5.
Where would you locate information on QFRS procedures during  
an incident?
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   CHAPTER 2

 Size-up

The term ‘size up’ is used by fire service personnel to describe an ‘appreciation of 
a situation’.

Upon arrival, it is the responsibility of the first officer and or any senior officer who 
subsequently takes charge, to size up the situation. Size up is the physical and 
mental act of conducting a 360º view of the incident, to obtain an appreciation of 
the entire incident. This may include noting aspects of the incident such as the 
location of the fire, what is burning, what is at risk, dangers, hazards and safety 
considerations. It is a process of collecting and assessing all related information to 
gain a mental appreciation in order to make decisions after an analysis of ‘soft’ and 
‘hard’ information about an incident.  

Each incident presents many variables such as risks, exposures and available 
resources. When notified of an incident, the IC:

• draws upon knowledge gained from pre-incident planning, training activities, 
previous experiences and innovative approaches; and 

• obtains incident information to safely resolve the situation with the most  
effective and efficient use of available resources.

Sizing up an incident enables the IC to determine a course of action (IAP) designed 
to bring the incident to a successful conclusion. 
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Size up is: 

• an ongoing mental process that starts on receipt of a call 
• a means of organising thoughts logically 
• a way of analysing a situation 
• a means of determining a course of action 
• a process from which flexible management strategies can be developed  

to formulate an IAP.

The early operations at an incident are usually accompanied by some excitement 
and a certain amount of confusion. Regardless of these conditions, in order to 
decide on a course of action, the IC must quickly analyse the situation, weigh the 
various factors and apply the basic principles.
 
Size up involves the consideration of:

1. Facts Ascertain the essential facts and arrange them  
in a systematic manner.

2. Probabilities Consider the existing conditions and estimate  
the future probabilities.

3. Own situation Review own situation and estimate what can be 
achieved with the resources on hand or available  
in reserve.

4. Decision Having ascertained the facts, estimated the  
probabilities and surveyed own situation, the 
officer should be able to make a decision.

5.  Incident Action 
Plan

This is a mental diagram of how the available 
resources will be employed to achieve a desired 
objective. At a larger incident, the plan will  
be written. e.g. see Ops Doc Forms 1 to 7.

2.1  Information gathering

Command of an incident is essentially about information: accessing it, assessing 
its value, processing it into useful form, acting on it, and sharing it with others. It 
is here that the crucial nature of clear, relevant communication becomes evident.   
All personnel throughout the whole command structure of the incident rely on  
information that contributes to effective decisions and actions. 
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Obtain Incident Intelligence

The gathering of information is ongoing. Information gathered en route to the incident, 
combined with any pre-incident planning, will assist the IC with initial actions for crews 
and resources.  At the incident, the IC continues to gather information from those directly 
involved and from witnesses or bystanders. 

As the incident develops, the IC will continually gather information from observations, 
sitreps from crews involved and from questions to responsible persons connected to 
the situation.

The information will be assessed and from it, tactical responses will be applied.  
As tactical benchmarks are achieved, the IC will monitor crews well being and  
performance against the overall objective.

As the IC, you may have already gathered information before an incident  
actually happens. You may already have a local action plan (LAP) in place. Refer  
to Operational Guide 6 Pre-incident Planning. You need to be familiar with your 
area, consult with local landowners and identify risks. Your brigade may have 
undertaken hazard reduction and identified areas of high fuel loading. Incident 
Action Guide (IAG) 7.3 lists a number of actions in its Pre-incident planning  
section and will provide you with a comprehensive coverage of this important piece 
of planning.

Information that is gathered can be broken into two categories:

• Hard information
• Soft information.

You need to be sure of the difference between the two types of information.

Hard Information is reliable information based on facts or things you can see or 
measure, such as:

• height of a structure / estimated width of fire front
• amount of visible fire / size of fire head / flame height
• current weather conditions on site
• location of water supplies
• amount of available water
• local action plans (LAPs).

All of these are factors that can be touched, seen or felt. They are pieces of  
irrefutable fact.

Soft information is based on inference or untested information or postulation, such as:

• colour of smoke
• information from bystanders
• forecast weather predictions. 
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The amount of soft information used by Incident Controllers will be based on their 
personal assessment of the information combined with their local knowledge, their 
technical knowledge and their experience.

2.2  Situational Awareness

This term has been defined as seeing what is happening around you (Perception), 
understanding what it means (Comprehension) and what is going to happen depending 
on what actions you do or don’t do (Projection).

Depending on their location and their operational or support commitment, all  
personnel involved in the incident can provide vital information for the development  
of the Incident Action Plan. Identifying what is important during operations is  
supported by personnel maintaining situational awareness and having an  
underpinning knowledge of the organisation’s overall incident planning and response 
measures as documented in the QFRS Operations Doctrine. 

Three Aspects of Situational Awareness

Situational awareness is characterised by perception, comprehension and projection.

Perception

In order to make appropriate tactical decisions during a rapidly developing  
emergency incident, a firefighter must be able to recognize and act upon the  
available cues inherent at each incident. At the perception level, firefighters  
MUST be able to see the cues around themselves. 
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Examples of cues that firefighters can use to decide upon the best course of action 
include:

• incident location
• crowd activities
• environmental conditions (immediate surrounds such as roads or railways)
• smoke conditions
• excessive amount of fire
• multiple locations on arrival
• unusual amount of patients
• a feeling or hunch “something is wrong”.

A loss of perception is defined as a failure to correctly ‘see’ the situation. This can 
be due to several factors:

• Memory error
• Cues difficult to detect
• Information not available
• Critical cues not observed
• Misperception of information
• Tunnel vision
• “moths to a flame” event

Comprehension

At the comprehension level, firefighters are able to process what they see and 
make sense of it. 

• Seeing cracks in wall may indicate an unstable structure.
• Increase in wind speed may influence a wildfire.
• Dead animals near a chemical leak may indicate potential harm.

Loss of comprehension is defined as a failure to understand the situation correctly 
(e.g., the firefighter sees the cues but does not know what they mean).

Projection

With projection, the firefighter is able to ‘forward’ think from the available cues to 
envisage the most likely outcomes of a number of possible decisions. The ability 
to reason through the possible outcomes quickly and efficiently is a skill that takes 
a while to master. 

A loss of projection is defined as a failure to correctly anticipate the situation, either 
through not thinking through the true gravity of the situation or by seeing the situation 
as much worse than it really is.
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Maintaining Situational Awareness

During operations, a firefighter’s ability to maintain situational awareness depends 
on three factors – training, judgement and personality/physical condition. 

Training 

How well training was understood and practised will affect situational awareness in 
the performance of duties.

Judgement

Making a judgement call is based on a firefighter’s individual values and decision 
making and human biases.

Personality/Physical Condition

Stress, fatigue, and teamwork (or a lack of teamwork) can all affect a firefighter’s 
ability to stay truly aware of the situation at hand.

The importance of situational awareness is that it is the basis of all decision making.

Self-Check Questions
CHAPTER 2 – Size-up 

Question 1. 
What are the two types of information gathered during a “size-up”  
of an incident?

Question 2.
What are the three aspects of Situational Awareness?
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CHAPTER 3

Incident Decision Making

Making decisions at an incident can be very complex. This section, Incident Decision 
Making, will provide you with a framework for rational decision making at an incident 
regardless of whether it is a grass, bush or structural fire.

What process would you follow when making a decision at an incident? The steps 
you need to take are covered in Incident Action Guides. The following Guides,  
relevant to decision making, will be referenced throughout this document: 

• IAG 7.3 – Vegetation fires – Wildfire (specifically the section  
Pre-incident planning)

• IAG 7.1 – Vegetation fires – iZone response
• IAG 1.3 – General – Approach, Arrival and Action at Incidents
• IAG 1.4 – General – Overhaul

3.1  Facts 

Once ascertained, the essential facts should be arranged in a logical sequence.

Time  
of incident:

The month, day and hour are important factors. For example: 
grass fire – time of the year (summer or winter, cured or green) 
and time of the day (high temperature, low humidity or windy).

Location  
of incident:

Is the area of grass land or bush able to be accessed, and 
is the fire able to be contained easily? What topography is in 
and around the area that is burning? What type of land use  
– industrial area, rural area, iZone, or wilderness?

Nature  
of incident:

Is it a hazard reduction burn or a running fire? Is it the result 
of an explosion, hazardous materials leakage or an accident? 
Be on the alert for arson.

Life hazard: Ascertain the nature of occupancy within the area such  
as the landowner, employees and activities such as camps, 
field trips or other firefighters working in the area, the number 
of persons in the area and the immediate danger  
to their safety.

Exposures: Check any immediate danger extending to or causing 
damage to exposed buildings or property; to traffic due  
to smoke or gases.

Facts (continued)  
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Building 
involved:

Check occupancy, contents, construction, height and size. 
Are there openings into other buildings? Where are the 
doors, windows etc? What fixed protection is there?

Fire: Check the nature of the fire and smoke. Is there much fire 
showing? What is on fire? What fuel loading is in the area?  
Is the fire burning freely or smouldering? What type of fuel  
is burning? What direction is the smoke travelling and does 
that have safety implications?

Weather: Check the effect of existing conditions on operations  
and the possibility of weather changes.

3.2  Probabilities

Life Hazard: Does possible fire development endanger the lives of the 
occupants of area, occupants of exposed buildings, the 
public or firefighters?

Extension  
of fire:

Will the fire extend beyond the area or property or to 
exposed buildings or to other materials? By what avenues? 
Can you block those avenues?

Explosions: Check the area contents. Watch the nature of the smoke 
and flames. Does there appear to be any pressure build  
up or convection columns forming?

Collapse  
of Building:

Estimate the possibility of building collapse.
Consider the factors:

•   Type of construction
•   Degree of involvement
•   Extent of destruction
•   Nature and quantity of contents
•   Susceptibility to water loading and absorption.

Weather 
Changes: 

Consider changes which could affect the situation. What  
are the current conditions? Is the barometric pressure rising 
or falling? What is the official forecast? Access the current 
and predicted weather reports (local Kestrel meters, Bureau 
of Meteorology or Firecom).

Preventable 
Damage:

Estimate the probabilities of preventing damage to involved 
and exposed areas by salvage.
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3.3  Own situation

Personnel, 
Appliances, 
Equipment:

Consider these factors in relation to the estimated  
requirements, and how they can be effectively utilised.

Additional 
Assistance:

Determine whether additional assistance is needed  
to meet the estimated requirements

Water Supply: Consider the volume of water, from water mains or  
static supplies, or other extinguishing agents available  
in relation to the estimated demand. Can supplementary 
supplies be obtained if necessary? Consider the need  
for Air Operations.

Action Already 
Taken:

Take into account the action taken by the first attending 
crews at the fire. Consider the locations of appliances 
and how far they are committed as well as the safety of 
firefighters and equipment.

3.4  Decision

Initial  
Decisions

Remember that the primary mission is to limit life  
and/or property loss to a minimum. After ascertaining  
the facts, estimating the probabilities and surveying  
your own situation, make a decision about how to combat 
the situation in the most efficient manner. Your decision 
should present a clear and precise mental outline of the 
action to be taken and the objectives to be achieved.

Supplementary 
Decisions

Size up is a continuous mental operation requiring  
constant review of the changing facts, probabilities  
and own situation. Having reconsidered the changing 
situation, make supplementary decisions to deal with  
new developments.
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CHAPTER 4

Risk Assessment

Operational risk information must be communicated, linking individual firefighters 
to crew leaders to sector commanders and ultimately to the IC. In effect, a team 
approach to risk management must be facilitated within the IMT. Each source 
of information must be integrated and routed by an effective communications  
network within a clearly defined information management and support system. 
The command team concept is perhaps the clearest route to enhancing command 
knowledge on the fire ground.  
 
Poor communication and its negative results can arise from the slow  
implementation of a control point, a tendency to neglect external communication 
and information needs, and delay in the implementation of sectors and result in 
a lack of initial incident organisation and structure. It is vitally imperative that the 
IC not be operationally involved to the point where he or she becomes insulated 
from the external environment, restricting the ability to gain information. The lack 
of support during the initial stages will tend to mean that the initial IC operates as 
an entrepreneur, forming the central focus for all decisions.

What should you assess when evaluating information in order to make a decision?  
The potential dangers of the incident must be constantly evaluated.

• What are the risk factors?
• What could go wrong?
• What will the signs of this be?
• What are the likely causes?
• Can the cause be prevented?
• If not, how can it be minimised?

The process of incident management does not end when a decision has been made.  
A constant review process must take place. To maintain constant effectiveness 
during an incident, the IC should automatically ask:   

• What are the essential facts of the situation? (hard/soft Information)
• What probabilities do these facts indicate?
• What are my own capabilities of dealing with these facts and probabilities?

The IC’s decisions (and alternatives) are developed taking the answers to all these 
questions into account. The initial decision must be to limit life and/or property loss 
to a minimum.
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The IC should consider an Evacuation Risk Assessment (INCFORM 18), taking 
into account the “Prepare, Stay and Defend or Go Early” Standing Order. 
Refer to IAG 7.1 Vegetation fires – iZone and LACES Standing Order for more 
information regarding determining tactical response. In the IAG, reference is made 
to LACES – used for iZone and wildfire incidents (with application to all types of  
incidents) – a safety system that is to be used as part of assessing the incident and 
determining tactics: 

L  LOOKOUTS Position lookouts where both the hazard  
and the firefighters can be seen.   

Terrain, cover and the fire size determine  
the number of lookouts required

A  AWARENESS Situational awareness is an ongoing process.  
It entails gathering information through observation 
and communications to continually change your 
perception of the current and predicted situation.

C  COMMUNICATIONS Set up communications system (e.g. radio, voice 
or both) by which the lookout warns firefighters 
promptly and clearly of approaching threat.   

It is paramount that every firefighter receives the 
correct message in a timely manner.

E  ESCAPE ROUTES Establish at least two escape routes  
and make them known.  

Re-establish escape routes as their  
effectiveness decreases.   

As firefighters work along the perimeter,  
fatigue and distance increase the time  
required to reach a safety zone.

S  SAFETY ZONES Establish safety zones, i.e. locations where  
the threatened firefighter may find adequate 
refuge from the danger.   

Fire line intensity, airflow and topographic  
location determine safety zone effectiveness.

   
.
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Self-Check Questions
CHAPTER 4 – Risk Assessment

Question 1.
Complete the following acronyms. For LACES briefly explain each term.

L

A

C

E

S
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CHAPTER 5

Incident Action Plan (IAP)

The IAP involves the employment of personnel, appliances, equipment and  
extinguishing agents to achieve the desired objective. At a small incident, an IAP 
generally starts as thoughts developed in your head and then communicated to all 
staff either via a radio or face to face. At a larger incident, it is important that the 
thoughts in your head are transferred to written IMS forms so that all information 
is captured from both the fire ground and the members in the IMT. In either case, 
sufficient but simple information should be the guiding principle. Make alterations 
and adjustments to the original plan as required incorporating any supplementary 
decisions.

Operational Guide 1

Relevant information on this subject can be found on page 14 of the FIG, Incident Action 
Plan (IAP) and in IAG 1.3 – General – Approach, Arrival, and Action at Incidents. The 
following is an extract from this Guide. 

All information that has been collected will be used to develop the IAP that will 
contain a description of the current situation, the actions required to resolve it, 
the objectives to be achieved and the tactics to be used.

With initial actions, the IAP will be simple, but if the incident becomes more 
complex, the IAP will reflect this. Once the IAP has been developed (written or 
verbal), use the SMEACS briefing when tasking crews to disseminate the plan 
and to inform subsequently arriving personnel. 

Develop and Communicate Incident Action Plan (Operational Guide One)
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5.1  Tactical priorities for incident management

The apparent ease with which an incident can be managed is achieved by:

• adequate pre-incident planning,
• a continuing “size up” and taking account of the safety of crews,
• a thorough knowledge of fire behaviour and fire extinguishment,
• the application of tactical priorities.

Tactical priorities are designed to assist the officer on the fire ground to plan an 
effective firefighting operation. IAG 1.3 Approach Arrival and Action at Incidents 
establishes the process of determining tactical response.

Determining the appropriate response to any incident will involve using RECEO 
and PACT to continuously identify hazards, assess the risks, prioritise objectives 
and apply tactics to control and resolve the incident.   

 
The Incident Controller will identify the incident objectives, which begins 
from the initial response, so that the Incident Action Plan can be established,  
implemented and communicated using the SMEACS briefing format. 
 
Each objective or benchmark is to be PRIORITISED and may require an  
objective out of order to be achieved before a previous objective can be  
attempted.  ALTERNATIVES are to be considered due to any factors such as 
resource availability and individual situations. The Incident Controller will then 
CHOOSE a course of action to achieve the objectives applying tactics suited  
to the resources available. The Incident Controller will then TAKE ACTION to 
achieve the objective and resolve the incident.  
 
The Incident Action Plan (IAP) will be developed and continually assessed 
until the incident is resolved. From the initial response, the Incident Management 
System will expand to maintain control and coordination of resources and  
identifying and achieving objectives.  

5.2  RECEO and PACT

RECEO  (VS)

R  –  RESCUE
E  –  EXPOSURES
C  –  CONTAINMENT
E  –  EXTINGUISHMENT
O  –  OVERHAUL

V  –  VENTILATION
S  –  SALVAGE
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The acronyms RECEO and PACT are useful tools for decision making. Refer to 
pages 16 and 17 of the FIG.

Ventilation and Salvage can be utilised at any time in support of the other priorities.

R  RESCUE

Fires can present situations that are hazardous to life and therefore rescue must 
receive first consideration. Conditions that create such situations may be excessive 
heat, smoke or gases and in some cases, explosive conditions.

Rescue on the fire ground

Here are some questions to which answers must be found by the IC when rescue 
situations from buildings arise.

• How many occupants are unaccounted for?
• Where are they likely to be?
• Do conditions demand their immediate removal?
• Are there sufficient personnel and equipment to effect a rescue?
• Will fire attack assist rescue operations?
• Will ventilation assist the rescue task?

Although every effort must be made to complete rescue operations, the fire may 
attain such proportions that further rescues become impossible and to sacrifice lives 
in such rescue attempts would be futile.

E  EXPOSURES

All fires produce exposure problems, which, if not protected, will become the avenues of 
spread for the fire. Spread by convection and radiation will generally pose the greatest 
threat to exposures.

Exposure hazards exist within grass or bush that are involved in fire, and a great 
potential danger occurs where adjoining properties, bush, crops, plantations or 
buildings may become involved. This will depend on the intensity of the fire, weather 
conditions and fuel loading of the area.

When dealing with exposure problems, the IC should not limit his/her thinking to 
defensive action only.  A strong offensive is often the best defence. The officer should:

• determine the most dangerous avenues of spread and attack accordingly;
• request air support (Air Ops) where necessary to slow down the forward  

rate of electrical spread;
• where electricity wires are involved, arrange prompt response  

by the electricity authority. 
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C  CONTAINMENT

The containment of a fire to its area of origin may be closely associated with the 
exposure problem. Many factors make it easy for fire to spread quickly through grass 
or forested areas; for instance,

• fuel – loading, arrangement, types of fuel and moisture content
• topography – aspect and slope
• weather – temperature, humidity, wind speed and wind direction.

Unless contained quickly, fire will spread in all directions; however, these factors will 
influence not only the speed in which it will spread, but also the direction. Since heat 
rises, convection may cause spotting and will therefore cause fire spread ahead of 
the fire front. 
 

E  EXTINGUISHMENT

To extinguish a fire we must consider what is burning, fuel loading, weather conditions 
and topography to determine the most suitable strategy and extinguishing agent.
 
In most cases where fire occurs, water will be the extinguishing agent. Water can be 
applied to the fire in two ways – jets and water fog/sprays.

During very intense fires, a straight jet may provide the necessary striking power 
to reach the seat of the fire; its longer throw permits the branch operator to select 
vantage points that are relatively free from smoke and heat and generally safer. 
However, jets use large amounts of water and are limited in their cooling effect and 
efficiency. 

Water fog can be used on most grass or bush fires with good effect in the case of 
smaller fires involving heavy concentrations of heat and smoke. There is an immediate 
reduction of temperature and a break-up of smoke. In many instances fog streams will 
conserve water and reduce water damage.

Personnel not only require instruction in the correct methods of applying water for 
fire suppression, they also require training to deal with other extinguishing agents 
such as foam. 

O  OVERHAUL

This is the final stage of the fire fight. Overhaul involves the extinguishment of hidden 
pockets of fire or cooling of hot spots so that we know the fire is completely out. At a 
wildfire, this is generally known as ‘mopping up’ and ‘patrolling’.

Proper overhaul must be systematically and carefully carried out in order to fulfil the 
following functions.
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Determining the Cause

Discovering the cause of a fire is an important task facing all firefighters. Overhaul 
must be careful and methodical so that evidence of the cause is not disturbed. Many 
causes have been washed, shovelled or run over during the suppression or mop-up 
stage. If the evidence points to suspicious circumstances, Firecom should be notified 
and the area of origin cordoned off.  No further mop-up should take place in this area.

Locating Hidden Fires

A systematic search of the burnt area should be made to extinguish hidden fire in 
likely avenues of spread or deep in the contents of the burning material. Many fires 
have escaped from fires inside trees, underground in tree roots or burning logs and 
trees. The discovery of any conditions that may lead to re-ignition should result in 
preventative actions being taken.

V  VENTILATION

Ventilation is frequently used in structure fires. It is important, however, to make 
sure that the smoke and heat are still managed in wildfires. In wildfires of long 
duration, smoke can constitute a severe health risk. While ventilation cannot be 
used in these situations, evacuation should be considered. There have been  
circumstances where firefighters have left the scene while smoke was blowing 
across a road and a multi-vehicle accident has resulted.  

S  SALVAGE

Salvage involves protection of the undamaged contents of an area from subsequent 
heat, smoke and water damage. Although a portion of the contents may be damaged 
by fire and the necessary operations during extinguishment, damage can be kept to 
a minimum if salvage operations are undertaken throughout the fire. At a wildfire this 
involves looking at cattle, fences, crops, machinery, etc. Sometimes a ripe crop of 
grain may be more important to save rather than an old shed.

At every incident, salvage should be commenced at the earliest opportunity.

To assist with each stage of R.E.C.E.O, the IC should consider all aspects impacting on 
the scene, prioritise the needs, seek alternative ways of meeting the needs, choose 
the most appropriate way of solving the problem, then take action.

The acronym that is used to help this approach is P.A.C.T.

P  –  Prioritise the needs
A   –  Seek alternatives to meeting the needs
C   –  Choose an appropriate alternative
T   –  Take action 
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Self-Check Questions
CHAPTER 5 – Incident Action Plan 

Question 1.
Complete the following acronyms. For RECEO, VS and PACT briefly 
explain each term.

R

E

C

E

O

V

S

P

A

C

T
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CHAPTER 6

Communicating the  
Incident Action Plan (IAP)

Once the IAP has been developed (written or verbal), use the SMEACS briefing 
format (Refer Ops Doc IMS 2.6) when tasking crews to disseminate the plan and 
to inform subsequently arriving personnel.  

Instructions must be clear and concise. If possible, officers should be advised of 
existing situations, the decisions made and the plan of operation. This will enable 
officers to exercise better judgement, render more intelligent co-operation and  
execute orders and instructions more effectively.

Refer to the unit of study, VCL315 Introduction to briefings, for detailed information 
on the subject of briefings.

SMEACS (Briefings)

S ituation Current and Predicted – Incident details, what is at 
risk, topography, weather, fire behaviour, hazard risks, 
resources deployed en route or available.

M ission Objectives – overall or specific, who/what is saveable, 
where to stop fire/incident.

E xecution Strategy and Tactics – task allocation, timing,  
alternative and/or ‘fallback’ strategies.

A dministration Assistance and Logistics – what support is needed, 
staging areas, personnel, fuel, food, water, facilities, 
information, where/when/quantity.

C ommand Command, Control and Communications 
– organisation, divisions, sectors, chain of command, 
communications plan, channels and procedures.

S afety Safety Hazards LACES Checklist.
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CHAPTER 7

Applying IMS

As the IC of an incident, you apply the principles of IMS, built on a foundation of:

• adequate pre-incident planning
• continuing size-up
• thorough knowledge of fire behaviour and extinguishment
• the identification and application of tactical priorities. 

Your role involves:

• assuming control
• identifying yourself to all personnel including Firecom
• establishing control point
• identifying appropriate communications.

7.1  Communication plan

A regional or area communications plan may already be in existence. INCFORM 
10 provides the framework of a communications plan. Regardless of its source, 
the plan must provide clear information on lines of communication as unimpeded  
communication is essential in the successful management of an incident
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7.2  Functional management

The principle of functional management applies regardless of the level of the  
incident.  At a Level 1 incident, the IC may retain all functions – operations, logistic 
and planning – as well as overall control. At a higher level incident, the IC may 
delegate some or all of the functions.

PLANNING LOGISTICSOPERATIONS

INCIDENT
CONTROLLER

INCIDENT
CONTROLLER

OPERATIONSPLANNING

LEVEL 1 INCIDENT

INCIDENT CONTROLLER
(Retain function or consider 

apppointing if required)

INCIDENT CONTROLLER
(Appoints roles as required)

LEVEL 2 & 3 INCIDENT

LOGISTICS
Operation
Planning
Logistics

7.3  Tactical command kits

Tactical command kits have been developed to assist in the application of IMS 
principles at an incident. Made up of T-cards, notebook and laminated worksheets, 
they can be effectively used with the Field Incident Guides (FIGs) from the outset 
of an incident. Their usage expands and contracts with the incident. Recorded 
information must be accurate and reflect the progress of the incident.
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Self-Check Answers
CHAPTER 1 – The Incident Management System

Question 1. 
Describe functional management. 

Answer. (page 14)

Allows personnel to perform specific functions from Control to Operations, 
Planning and Logistics.

Question 2. 
What is the practical limits of personnel or resources for Span of Control? 

Answer. (page 14)

Ideal is 1 : 5.

Question 3.
(a)  What three functions does the Incident Controller have at a wildfire? 

Answer. (page 14)

Planning, Operations, Logistics.

(b)  Describe some tasks for each of these three roles. 

Answer. (page 14)

Planning      –   Preparation of plan and strategies
Operations   –   Implementation of tactical activities
Logistics      –   Support operations with resources and materials.
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Question 4. 
(a)  List the minimum details which the Incident Controller needs to communicate 

to Firecom. 

Answer. (page 15)

•    Name of the Incident Controller (1st Officer John Citizen).
•    Location of the Incident and the name of the Control Point.
•    After Size-up (initial Sitrep) what is happening.
•    Location of staging area for arriving crews, fireground channel  
     and frequency (i.e. VHF12).

(b)  List the five sections in the Operations Doctrine.

Answer. (page 15)

•    Incident Management Systems (IMS)
•    Incident Directives (IncDir)
•    Incident Action Guide (IAG)
•    Incident Forms
•    Incident Work Sheets.

Question 5.
Where would you locate information on QFRS procedures during an incident?

Answer. (page 15)

In your pocket Field Incident Guide (FIG).

CHAPTER 2 – Size-up
Question 1. 
What are the two types of information gathered during a “size-up” of an incident?

Answer. (page 22)

Hard Information – Reliable
Soft Information – Inference or Untested.
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Question 2. 
What are the three aspects of Situational Awareness?

Answer. (page 22)

Perception
Comprehension
Projection.

CHAPTER 3 – Risk Assessment
Question 1.
(a) Complete the acronyms. For LACES briefly explain each term.

Answer. (page 30)

L   –  ookouts: position where both the hazard and personnel can be seen.
A  –  wareness: ongoing process of observation and communication.
C  –  ommunications: systems to clearly articulate messages in a  
         timely manner.
E  –  scape routes: establish at least two routes and communicate  
          to all involved.
S  –  afety: safe refuge for firefighters from ensuing danger. 

CHAPTER 5 – Incident Action Plan
Question 1.
(a) Complete the following acronyms. For RECEO, VS and PACT briefly explain each term.

Answer. (page 36)

R  –  escue
E  –  xposures
C  –  ontainment 
O  –  verhaul

V  –  entilation
S  –  alvage

P  –  rioritise the needs
A  –  lternative to meet the needs
C  –  hoose the appropriated alternative
T  –  ake action
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Evaluation Form  

VLC305 Tactical Command

Date:           /        /            Name: (optional)    

Please indicate by circling your response (wherever applicable): 

1 Excellent 2 Good 3 Satisfactory 4  Poor 

The quality of the facilities provided 1 2 3 4

The quality of the instruction provided 1 2 3 4

Your response to the training techniques 1 2 3 4

The suitability of the unit materials 1 2 3 4

The support provided by Queensland Fire and Rescue Service 1 2 3 4

The suitability of the written assessment (if applicable) 1 2 3 4

The suitability of the assessment tasks 1 2 3 4

Relevance of unit content to your workplace 1 2 3 4

Increasing your ability to perform tasks in the workplace 1 2 3 4

Other (please provide details) 1 2 3 4

What additional facilities would have aided your learning experience? 

What can our instructors do to improve their delivery of the unit? 

What aspects of the unit were most beneficial?

What areas (if any) of the unit could be improved?

Further comments? 
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Review Form
VLC305 Tactical Command

Where appropriate, please photocopy any relevant pages from this material 
and attach them to this form. Write your comments with regard to diagrammatic, 
photographic or script inaccuracies in the space provided. (Attach extra pages if 
the space is not sufficient.) You may also comment on inaccuracies in grammar, 
format, etc.  

You may need to be contacted for further clarification. Please provide the following 
contact details.

 Name:                                                                               Date:
 Position:

 Location
Region:

Area:

Brigade:

 Telephone No:

 Facsimile No:
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Session Evidence Form
VCL305 Tactical Command

  
Candidate Name:   Volunteer Number:

NOTE: This booklet forms the evidence for:

Completion of VCL305 – Tactical Command

 Student Declaration

I have completed all the required sections in the booklet and I declare that it is my 
own work.

Candidate Name:  (Please print)

Signature:   Date:

 Assessor Validation

I have checked the candidates’ booklet and all sections have been completed.

Assessor Name:  (Please print)

Signature:   Date:

Area Office use only

Date received:
AD / ATSO / BTSO / AO

Date entered LMS:
AD / ATSO / BTSO / AO




