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Deputy Chief Anthony Avillo (ret.)
Regional Tour Commander 

North Hudson Regional Fire & Rescue

Fireground 
Control & Accountability



Full Contact Beliefs 
to Live By

Da JOB must be a 
little better each 
day because you 
were there
-- Ed Flood, COD, NHRFR

Leave DA JOB better 
than you found it





Personal Responsibilities

• Know and understand your job
• Know your buildings
• Know your equipment
• Educate yourself; educate others
• Take interest & do your part
• Train with purpose
• Be ALL IN
• Give a _ _ _ _



• Dept. will always look like the Chief
• All Departmental Failures can be 

laid at the door of the COD

THE DEPARTMENT



Departmental Responsibility

• Fairness
• Transparency
• Provide for & Support a Safe 

Working Environment
• Make sure everybody is OK
• Clear, mutually created, agreed 

upon, and unilaterally enforced 
SOP’s, policies, and regulations



Departmental Responsibility

• Provide a community-focused mission
• Commitment to a personnel 

maintenance, improvement, and success 
program

• Internal self-regulating mechanism
• Politically neutral
• Unilateral support and consistent 

arbitration of the next right thing to do



Where does 
the Officer fit into 

all of this?



The MISSION of the 
Department 

is the 
MISSION of ALL Officers

Belief in the MISSION 
cannot be faked



Officer Responsibilities

• Be consistent
• Be firm, fair, and friendly
• Enforce ALL Policy
• Follow-up on everything
• Protect the chain of Command
• Keep your Boss informed
• Document Document Document

Departmental Expectation



Hugh J. 
Caulfield

Special 
Project 

Manager 
FDNY



Officer Responsibilities

• Mentor / protect your subordinates
• Never turn your head
• Know all exigencies addressed and 

resolved
• Cast a long shadow
• Bullet in the Gun Concept
• Understand and foster the Prime 

Directive
Departmental Expectation



Bullet in Gun Concept

• The higher in ranks go, the more 
bullets are in your gun.

• Actions affect more people

• Failure in your duties is like 
playing Russian Roulette

• Higher rank = more bullets = 
more chances of consequences



The Prime Directive

Allow NOTHING 
to interfere with your 
ability to maintain the 

ready and in-service status 
of your Command



MUST BE 
THE MAIN FOCUS 

OF EVERY ACTIVITY 
CONDUCTED OFF THE 

FIREGROUND

The Prime Directive

YOU NEED TO ENSURE OUR CREW KNOWS THIS



NEWS FLASH

Leadership on the 
fireground doesn’t just 
magically show up out 

of nowhere



???????????????????

Where da heck does leadership 
on the fireground come from?



• Leadership comes out of the firehouse 
just like everything else used to “TCOB”

• So does:
• Accountability
• Discipline
• Sense of Team
• Safety Sense
• Communication
• MOST OF ALL:  Officering

Full Contact Leadership



If you are not leading 
in the firehouse, you 

can NEVER lead on the 
fireground.

What’s an order????

Full Contact Leadership



OWNERSHIP

You are trusted and 
indentured to the entire 
municipality and beyond 

to be excellent at all 
levels.

EXCELLENCE IS EXPECTED



The hardest 
work is done 
before you 

arrive



95% to 5%

Hard Environment 
vs. 

Soft Environment

Actions in the 95% dictate actions 
in the 5%

“Flip the Switch” mentality a myth



Flip the Switch Mentality

• Evaluation of behavior and 
actions is much more telling than 
listening to words

• Where is your BS radar at ?

• Behavior never lies



Hard Environment 
Mindset

• Hard think vs. Soft think

• Any soft environment activity that 
has a potential impact in the hard 
environment must be approached 
with a hard environment mindset

• What activities are these???



Hard Environment 
Mindset

• Supervision and Training
• PPE properly maintained and 

ready for response from minute 1
• Apparatus and tools are in 

proper condition and ready
• Operational plan known /in place
• Defensive driving at all times
• Pre-planning activities

Departmental Expectation



Hard Environment 
Mindset

• Protects the leader and those 
being led from becoming links in 
the chain of negligence

• Success in the hard environment 
is the by-product of a lot of hard 
think in the soft environment



Supervision

• “It’s OK”
• “Don’t Worry About it”
• “It’s no big deal”

How many officers have 
regretted saying those words?

Unintended Consequences

Failure of Imagination



The Dichotomy of Comfort

• Do you have the right to be comfortable?

• What should your level of comfort be?



Supervision

• The Dichotomy of Comfort
• Acceptable vs. Unacceptable 

Discomfort

The ultimate measure of an individual 
is not where he stands in moments of 
comfort, but where he stands at times 
of challenge and controversy 
---MLK



What does the 
Collar Bling stand for?



A leader is confident only 
when comfortable with 

being uncomfortable



What is 
Full Contact Leadership?

• Full Contact Leadership
• Career-long 
• Ever-challenging
• Never-ending
• Self-initiated
• Self-sustained
• Personal research, development, 

and improvement program



A FULL CONTACT LEADER is:

• CONSISTENT
• Prepared
• Present
• Engaged
• Non-shirking

• Transparent
• Courageous
• Employee-

centered
• Mission-focused

Full Contact Leadership

TRUSTED



What else is FCL?

• Full Contact Leadership
• A Commitment to drawing out 

the very best in others and 
allowing that very best to be 
expressed as EXCELLENCE

Leadership is NEVER about you
It is ALWAYS about Them



Full Contact Leadership 
is not for the

Routinely Unconscious

Make a Commitment to:
• Command Consistency = You Have to be 

Dependable to be Depended on

• Ego Subjugation = NEVER About YOU

• Honest = You can fool your Superiors 
most of the time.  You can only fool your 
Subordinates Once

• Forecast Storm Clouds Brewing

Full Contact Leaders



Catch it Small

The longer you wait to discover 
and/or address an issue, 
• the more organizational tools are 

required, 
• the more damage is done/has to 

be fixed, 
• the more injurious the fix to the 

organization



Full Contact Leadership

• Fire Service Leaders are not 
there to make life easy for their 
subordinates

• The best a Leader can do is not 
make life unnecessarily hard



Full Contact Leadership

•The unjustified belief that 
no one should be 
uncomfortable is a dark 
alley where many would-
be leaders get mugged.



You are Charged with the 
Responsibility of Getting 

Your People Home

Making Sure They are Happy is Secondary



Organizational LoyaltySocial Loyalty



Be a Boss!!

I can be your friend and I can be 
your Boss.  If I can only choose 

one, I have to be your Boss.

    --BC Frank Vasta
       NHRFR (ret.)



Be a Boss!!

A friend may get you killed.
A Boss will get you home.

    --BC Steve Quidor
       NHRFR (ret.)



All About the Comeback

• Leadership is a series of comebacks 
interrupted by a competing cavalcade 
of minor and major problems, 
tragedies, accidents, incidents, 
issues, situations, competing 
interests, and every other possible 
amalgam of humanly off-gassed 
flotsam and detritus capable of being 
ejected from the ever-oscillating fan 
of life.” —E. Flood



Leadership Reality Check:
Stuff WILL Hit the Fan

• How much hits, 
• How hard it hits, 
• And how far it splatters across 

the organization

is determined by:

How early you have intervened



How Quickly Can You Right the Ship
& Calm the Storm



• Conflict
• Confrontation
• Resolution

• Course of action decided/agreed upon
• Confidence

• Dealing with CCR builds layers of 
leadership confidence

• Requires great personal courage and a 
subjugation of ego

4 States of 
Being in Charge



EGO and Emotion 
cannot exist in the 
same space with 

leadership and rank



Supervision

You ARE Responsible
You WILL be Held 
Accountable
You MAY Be Unpopular
You MUST be Satisfied
     ---BC Montagna, FDNY

Departmental Expectation



Scene Arrival: 
Nothing Showing

• How are we Doing? Comfortable?
• “Flip the Switch” Mentality is a Myth

• Petri Dish for Future Activities
• Opportune place to fix issues

• No easy fix on the fireground
• Training opportunity
• Policy / SOP evaluation

In other words, if you stink when there is nothing 
showing, you will stink when something is



Nothing Showing: 
ALL BUSINESS

• Are these things being done 
right?  Too Casual?
• Apparatus positioning
• SOP adherence
• PPE
• Communications
• All sides coverage and report

Dress Rehearsal Mentality



Intelligence and 
Technology

• Modern Tools of Command
• Toughbook
• Cell Phone
• Google Earth
• Google Maps
• Drones



If you are not doing this right
what else are you doing wrong?

• Waist Straps
• Wear your Hood
• Chin Strap 

belongs Under 
Your Chin

• Wear the proper 
gloves!!

T
H
E

B
A
S
I
C
S

PPE Policy 
Enforcement

video



In every case of negligence, 

There is a chain of 
unacceptable and 

unaddressed permitted 
actions and behavior



WHAT YOU 
PERMIT YOU 

PROMOTE



Where is your Command 
Post?

Command presence starts 
with being present

Safe Space 
Command 
Posts are 

for Sissies!!



Initial Scene 
Assignment SOP

• Accountability Mechanism
• Provides Standardization & Consistency
• Right people in the Right Place
• Less Micromanagement for IC
• Genesis of fireground control and jump-

off point for organizational expansion

• Without I.S.A. every fire is different
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IC Job

STAY AT THE 
STRATEIC LEVEL
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Arrival Report
-- Starts the Ball Rolling

• Announce Arrival (Give Unit I.D. and 
state address

• Describe Height / Construction / 
Occupancy 

• State Arrival Conditions 
• I.D. Special Concerns
• State Actions Taken
• Establish Command /I.D. C P
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RIT Guidelines

• Close to Command Post
• Familiarize with building / area
• Ladder building / announce location
• Assist at / monitor Command Board
• Wear the headphones
• Track rehab – Help the Com Tech**
• DON’T ROAM!!!!
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R. A. T.
RIT Assist Team

• Frenzy Control Mechanism

• Part of the Tactical Reserve 
• R.A.T in Available Mode in Staging until  

Declaration of Mayday – then committed to RIT 
operation

• Duties
• Provide RIT Team with tactical support
• Tool / equipment shuttle
• Removal assist
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Rehab Guidelines

• Rehab does not mean go and get 
lost

• Rest the company and get back to 
the CP

• Minimum 15 minute rest  period 
after 2 cylinder uses

• If you are closing in on ½ hour at 
rehab, you are there too long – we 
need you back to CP
• We shouldn’t have to call you
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Firefighter Accountability

•  I.C.’s Primary Responsibility

• Proactive Mechanisms
• Discipline, SOP’s, Rules and Regs 

• Reactive Mechanisms
• Riding Lists / Tags / Tool Asgnmnts

• Are you letting them do the job of 
your Company and Chief Officers?
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• The Best 
Accountability 
System is a 
Strong 
Command 
Structure



Freelance Prevention

• Only three places a Company 
should be:
• Operating

• Initial Cylinder Changes
• Staged
• Rehab

• All status or area of operation 
changes shall go through the CP 

• If disciplined and tracked properly, 
accountability violations disappear



Task Assignment Model

1. Stay Together as a Unit
2. Report to C.P. for Assignment
3. Report to Assigned Operational Area

• Report Progress to Division Supervisor
4. Operate in Assigned Division ONLY
5. When Relieved, Report Back to C.P. for 

Re-assignment or Rehab
6. If Re-assigned, Go Back to Step #3
7. When Rehab is Complete, Go to Step #2



The Accountability Model
Foundation of Fireground Organization

Operating

Rehab
Staged CP

Arrival Release

Changing Cylinders



Whatever you think 
is the right thing to do 

is the WRONG thing 
if it does not go through 

the
 COMMAND POST

GET IT?



Accountability and the 
Company Officer

• Company Officer roles:
• Ensure company integrity
• Keep Command informed of status
• All changes of status or area of 

operation shall go through the CP 
and be reflected on the Command 
Board
• Status change is best done verbally at 

the CP

NO ROGUE ACTIVITIES
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Decentralization
• Breaks the fireground into 

manageable portions
• Assigns responsibility to major 

operational areas
• Provides greater accountability
• Decreases span of control
• Reduces radio traffic
• Breaks up the opinion brigade
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Command Limitations

• Virtually ALL Command problems 
come from areas he/she can’t see
• Rear
• Roof
• Shafts    BE NOSY!!!!!!
• Interior
• Exposures
TIMELY PROGRESS REPORTS FROM ALL 

AREAS HELP DEFEAT THIS HANDICAP 



Accountability

• Division Supervisors set up early 
are the REAL Accountability 
Officers

• Account for:
• Who is in Division  (Div. PAR)
• Where they should be
• What they are doing
• When they should come out

DECENTRALIZATION
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• Conditions
• Actions
• Needs

Division 
Progress 
Report

• Progress 
Reports at 
Regular 
Intervals Assist 
I.C. in 
Evaluating 



RADIO REPORTS FROM 
DA ROOF

• Conditions in the 
rear and sides

• Rescue situations
• Heavy Roof Objects
• Locations of shafts 

and fire walls
• Actions taken
• Notify CP when 

leaving roof
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Strategy Selection
• Critical Factors in the Strategic 

Decision:
•What is Causing Main Problem?

Fire / Haz Mat / Tech Rescue
•What is the Life Hazard?

 Firefighter / Civilian
•Survivable Spaces?
•Primary search extent?
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• Possibility of Life
• Must attempt Offensive
• Focus on Tenable Areas
• Line Between Fire & Those Areas
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Strategy Selection
• Critical Factors in the Strategic 

Decision:
•How much do I know about the 

fire?
•Location and extent

•Can I protect paths of least 
resistance?
• Physical barriers
• Natural barriers
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POINT OF ENTRY
RULE OF THUMB

THE  SAFEST, 
MOST EFFECTIVE 
PATH OF LEAST 

RESISTANCE
• Fire follows it
• Water follows it
• Buildings follow it
• Our strategic objectives are based on it
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Any deviation from Path of L. R. will 
require more Personnel, more time, 

& be more dangerous…..

..and will influence/affect the strategy
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• Critical Factors in the Strategic 
Decision:

•How much Building is Involved 
Now?

•How big is the potential fire area?
•Are there defendable spaces?

•Is there an Exterior Strategic 
Opportunity (E.S.O.)?

Strategy Selection



Transitional Strategy

• Fire and P.O.C follow 3 natural laws 
• They are not natural suggestions” – Brunacini

• The only thing fire understands is water
• Nothing ever got worse by putting water on 

the fire
• The fire does not know where the water is 

coming from
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• Critical Factors 
in the Strategic 
Decision:

Is Structural 
Stability 
Compromised?

Strategy 
Selection
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• Critical Factors in the Strategic 
Decision:

•What is Personnel / Apparatus 
Profile?
•Additional Resources Reflex Time

Strategy Selection
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Additional Alarm 
Rule of Thumb

• If the incident is still escalating 
and you do not have at least 3 
companies in reserve, order an 
additional alarm
• Relief / Reinforcement
• Unplanned for problems
• Hydraulic Reserve
• Reflex Time Ripple Effect

ALL INCIDENTS REQUIRE A 
TACTICAL RESERVE



Incident Command 85

• Critical Factors in the Strategic 
Decision:

•How’s my Water Supply?

• If you are using 1, set up for 2
• If you are using 2, set up for 3
• If you are using 3……

Strategy Selection



Manifolds

• Bring the hydrant right to where 
you want it

• Avoids apparatus congestion
• Takes advantage of best mains



Case study

• Rapido Taxi  4800 Broadway Union 
City  2122 hours  85°

• 1 story ordinary commercial 
• 600 lousy square feet
• Little building > BIG exposure 

issues
• Heavy fire load

• Cars / tires / motor oils / gases



• Even small buildings can have a 
lot of fire in them.  
• How will it influence exposures?
• How will you control them?

• Plan for big water / Stay ahead
• Big lines for exposure protection
• Small lines OK for inside exposures
• Manifolds

Lessons Learned / 
Reinforced
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• Factors 
Instrumental in 
the Strategic 
Decision:

• How Threatened 
are Exposures?

Strategy 
Selection



Exposure 
Concerns
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• Life Safety
• Staffing
• Construction
• Distance

• Rule of 15
• Wind
• Occupancy
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• Factors Instrumental in the 
Strategic Decision:

• What Special Circumstances are 
Present?
Weather / Utility / Accessibility / 
Weird Stuff

Strategy Selection



Weirdest Job Case 
Study

• 5217 Bergenline Ave., WNY
• Live produce store

• Animal House meets Noah’s Ark

• Exposure issues:
• B – 2 story attached

• Exposures from roof
• D -- 2 story commercial / frame

• 5 foot separation



Challenges

• PR issues – save the animals!!
• PIO
• Humane Society

• Ceiling issues
• Inaccessible fire -- distributor
• Decon requirements
• Personnel Exposure 

documentation
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Outside the Aisle 
Strategy

Rack Storage
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• Fireground management MUST be 
Open-minded

Strategy not a closed-ended decision
I.C. must maintain “What-if” mentality
Have “Plan B” (and C and D) in your back 

pocket

Modification MUST not be a crisis

Strategic 
Modification
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• Cues to consider:
•Discovery / presence of lightweight 
construction

•Failure to locate seat of fire in timely manner
•Evidence of smoke conditions worsening even 
though water is being applied

•Entry / Ventilation / Water supply problems
•Exception reports from working areas

Strategic Modification
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• Cues to consider:
• Heavy stuff on the roof  + Top Floor / Cockloft 

Fire
• Discovery of something nasty that shouldn’t 

be there
• Flashover signs / structural compromise
• Operations that “eat up” personnel (rescue)
• Fires in attached buildings w/ any of above 

concerns
• Fireground experience or gut feelings

Strategic Modification



Quick defensive hit

• Communications and confirmations
• Same page critical

• All personnel in protected areas
• Master stream ops – deck gun / tower 

ladder / Telesqurt
• Limited duration

• Game plan in place for post-hit
• Ensure all resources are ready to go
• Closely monitor sit
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• Visual Observations
• Radio Reports
• Experience Radar
• Interior vs. Exterior 

Perspective

Strategic Transition



Strategic Transition

• Proactive Preparation
• Assign Transition Coordinator
• Additional Alarms (& Tactical Reserve)
• Additional Water Supplies

• Not same H20 being used for interior ops
• Manifolds

• Set up Master Streams
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• Expand your Organization
• Keep proper span of control
• Division Commanders
• Additional RIC’s and Safety Officers

• Sound the Evacuation
• Radio dedicated tones / Announcement
• Air Horns
• Be specific in evac parameters

Incident Command 101

Strategic Transition



• Conduct a PAR
• No big streams till everyone confirmed out
• Update command boards

• Establish Collapse Zones
• Consider trees, poles, wires
• Guard against Collapse Zone Creep

• Withdrawing Companies to Rehab*
• Announce Strategic Change

• Check readiness with Div. Cmdrs.
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Strategic Transition



• LODD alert: 
• 2 FF’s killed, 2 injured from wall 

collapse.  Defensive operations 
were occurring and collapse 
zones had been established.  
Company was in an alley 
breaking windows in fire building 
when collapse occurred

Collapse Zone Violations



• LODD alert: 
• 1 FF killed, 1 injured retrieving 

equipment inside collapse zone.  
Upon arrival, building well 
involved and section of roof 
already collapsed.   Defensive 
ops pursued.  

Collapse Zone Violations



Defensive Ops

• Collapse Zone Maintenance
• Area Utility Control
• Big Lines – drop the small stuff
• Safety Divisions
• Operational Divisions
• Exposure Diligence
• No Water into Roof Hole Fire
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Structural Carcass

• LODD alert:  
• Firefighters enter an exposure 

building which sits adjacent to a four-
story shell of a factory where a fire 
completely gutted the interior causing 
total floor collapse.  One of the 
remaining free-standing walls 
collapsed onto the exposure, killing 
two firefighters and injuring several 
more.



LODD alert: 
Companies operate for over 24 hours at 
a large partially collapsed commercial 
building fire.  
Four firefighters enter to look for hot 
spots.  
Several floors and a remaining wall 
collapse killing two firefighters and 
injuring two others.

Structural Carcass



• If the building will never be occupied 
again or for a long period of time, 
firefighters do not belong inside

• Discipline a key
• Maintain collapse zones
• Equipment retrieval / pick-up
• Occupant re-entry
• Vibrations
• Traffic / scene control

Structural Carcass



Structural Carcass

Bring the building to the troops 
rather than 

sending the troops to the building



Never Get 
Emotional With the 

Building

Incident Command 110
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Documentation

• Be careful what and how you enter 
info
• Write it down first, then enter it

• Specific incident details: WWWWWH
• Exposures
• Injuries
• Damage
• Exceptions to “normal” operations
• LODD / Equipment / Confiscate and 

quarantine



Summary

• Command must be “in the game”
• Command must request and be fed 

info continuously.
• Consultation OK but make a definite 

decision
• No Waffling

• Don’t tolerate people who are not 
with the game plan
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Living a Full Life

• Each day do something for:
• Yourself
• Your family
• Your home
• Your job

DC Nick Gazzillo
NHRFR



Creating a Full Career

• Each tour do something for:
• Yourself

• If you are better, so are your people
• Your family

• Your Company / Battalion / Platoon
• Your home

• The Firehouse
• DA JOB

• Your Department



Pursuit of Excellence

DON’T LET TODAY BE 
THE BEST 

YOU’LL EVER BE



Final Word

Is there anything in the world 
better than being a firefighter?

I’m going with nope”
 -- Ed Flood
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Thank you

Be safe 
out there

Deputy1@optonline.net
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