ANALYSIS OF THE CHANGE READINESS
OF
CHESTERFIELD FIRE DEPARTMENT
OFFICERS

STRATEGIC MANAGEMENT OF CHANGE

BY: Robert P. Avsec
Chesterfidd Fire Department
Chegefidd, Virginia

An gpplied research project submitted to the National Fire Academy
as part of the Executive Fire Officer Program

January 1999



ABSTRACT

The Chesterfidd County, Virginia Fire Department isin the midst of tremendous change. After
having onefire chief for thefird thirty years of its existence, the Department has changed Fire Chiefs for
the second time in the last two years. Over the next five to seven years the Department could
potentialy lose approximately ninety career members to length- of- service retirements, thefirgt large
scae turnover for an organization that has only had afew such retirements to date. Many of these
retireeswill be officers throughout the ranks, many who have been with the Department since its
formative years.

The purpose of this research project was to identify factors that influence an organization's
ability to ded with change, its change readiness, and to recommend how Chesterfidd Fire Department
can enhance its change readiness.

This study used the historica, descriptive, and evauative methodol ogies to answer the following
research questions:

1 What are the organizationd characterigtics of an organization that is change ready?

2. What are individua characterigtics that make an individua more change ready?

3. How do the current officers of the Chesterfield Fire Department assess their individud change
readiness?

4, What training currently exigtsin the Chesterfield Fire Department to develop fire officers as
leaders in a change ready environment?

This research used a survey to assess the attitudes of officers and divison heads within the

Department regarding their change readiness. The survey used questions to evauate their levels of



passion, resourcefulness, adventurousness, optimism, confidence, and tolerance for ambiguity. The
survey was distributed to 102 officers and civilian division heads within the Department.

The study findings reveaed that the respondent population’ s average scores for passion and
resourcefulness that were in the optimal range of the survey. Scoresfor the other four change readiness
traits, however, were below the optima range.

The recommendations of the research were for the Department to: (1) maximize the use of
quaity improvement training provided by Chesterfield County; (2) reviseits officer development
programs and promotion policies; (3) provide systems thinking training as the accepted approach to
problem solving for managers; (4) develop communications systems within the department to improve
the sharing of information; (5) develop mentoring programs for new officers; (6)develop leadership

training partnerships with other organizaions.
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INTRODUCTION

Change is the mogt significant issue facing leaders and managers in American business today .
Faced with increased competition from a globa economy those leaders must continually reinvent and
reengineer their organizations to meet those chalenges or perish. Until recently, the public sector in
Americawas rdaively immune to such machinaions, relying on a steedy income of tax revenue from the
local coffersto provide the funding. Fiscal accountability, operationa efficiency and quaity were
words not usually associated with the public sector. Fire departments across America were no different.

Most departments relied, and some il do today, on continued financial support from the public based
on the public's positive perception of their role as "the good guys.”

Proposition 13, the tax revolt initiative in Cdiforniathat rolled back property tax rates, changed
al of that forever. The fire sarvice in Cdiforniawas particularly hard hit. Many departments
experienced sgnificant reductions in their operating budgets resulting in layoffs and setion closings.
Gone was the perception that the public would pay for fire protection and EM S services despite cost.
To the public, fire protection and other emergency services were just another type of governmert
service being paid for with their hard-earned money. Propostion thirteen type initiatives found their way
onto ballotsin other sates; some passed and others did not. For the American fire service the genie
was out of the bottle.

Businessin the public sector has not been the same since. While public sector organizations
may not have profit margins and shareholders who are looking for increased profits and dividends, the

public has increased expectations for the tax dollars that fund government services, especidly at the



local level. They want the highest level of servicesfor the lowest possible cost.

Public sector organizations are looking to the private sector as never before to learn how those
organizations meet the chalenges of an ever changing business environment. Many of those successful
companies no longer rely on voluminous strategic plans or command and control organizationa
gructures. The successful corporate model today is alean management structure and alearning
workforce that is change ready.

Chegsterfidd Fire Department is facing many sgnificant changesin both the short and long term.
Some of those changesinclude the following: anew fire chief (the third in the last three years),
decreasing volunteerism in a combination career/volunteer department, increased demands for services
without increased resources, and the firg retirements from the department since its inception that will
include many members of middle and upper management. Beyond these changes within the
Department, the new Fire Chief is committed to creating an integrated emergency services system that
merges the career/volunteer fire department with four separate and autonomous volunteer EMS

agenciesthat operate in the County.



The problem isthat Chesterfield Fire Department has not assessed the capabilities of its
people to manage the significant changes that it faces as an organization. The members of the
organization, particularly officers, have insufficient preparation to be effective leaders and managersin a
rgpidly changing organization. The purpose of this gpplied research project is to assess the change
readiness of the Chesterfield Fire Department using the Change Management Modd presented in the
Strategic Management of Change course and develop a plan for improving change readiness. This
study used higtorica, evauative and action research methods to answer the following questions.

1. What are the organizationd characteristics of an organization that is change reedy?
2. Wha areindividua characterigtics that make an individua more change ready?
3. How do the current officers of the Chesterfield Fire Department assess their individua change
readiness?
4, What training currently exists in the Chesterfield Fire Department to develop fire officers as
leaders in a change ready environment?
BACKGROUND AND SIGNIFICANCE

Chesterfield County, Virginia

Chegterfidld County is a suburban county that borders Virginias capitd city, Richmond, to the
south. The County encompasses 446 square miles and has an estimated population of 260,000
resdents. The governing body is afive-member Board of Supervisors with each member representing
one of five magigterid didricts. A county administrator, gppointed by the Board, managesthe daily
operations of the County.

Chesterfield Fire Department
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Before the late 1960's, volunteer firefighters provided fire protection to the citizens of
Chegterfield County in aloose confederation of separate and autonomous volunteer fire companies. In
1966, the County hired Robert L. Eanes, afirefighter with the Alexandria (VA) Fire Department, asthe
County Fire Marshd to develop a County Fire Prevention Code. Thiswas the first sdlaried fire service
position in the County's history. In 1967, with the support of severd influentid fire chiefs from the
volunteer fire companies, Eanes was gppointed as the first county fire chief, apostion he held until July
1, 1996.

Asthe Fire Chief, Eanes job was to foster coordination and cooperation among the volunteer fire
companies and develop a County fire protection system. In October, 1969 Chief Eanes hired the first
sdaried linefirefighters to support the operations of the Bon Air Volunteer Fire Department, Fire
Station #4. Thiswas in response to arequest from the Fire Chief of that fire company who was faced
with increased cal volumes and decreasing volunteer resources.

When Chief Eanes retired in July, 1996, Deputy Chief of Operations Wedey Dolezd was
appointed as the second saaried Fire Chief in the Department's history. Doleza had served as Eanes
second in command for amost twenty-seven years. Histenure lasted until his retirement in March,
1998. Following Dolezd's retirement the County Adminigirator, Lane Ramsey, conducted a nationwide
search for anew fire chief. While the County was advertising for the position, the County Administrator
commissioned the County's Human Resource Management Department to canvas the Fire Department's
personnd concerning what qudifications and talents the new fire chief would need. Following this
nationwide search and interview process Deputy Chief of Operations Steve Elswick was appointed as

the new Fire Chief in May, 1998.
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Today the Chesterfield Fire Department provides emergency and non-emergency servicesto
the public using a combination career/volunteer system. The Department provides afull range of
emergency responses sarvices to County citizens including: fire suppression, emergency medicd
services, hazardous materia's response, water rescue, and technica rescue.  In addition, the
Department a so provides non-emergency services such asinjury prevention educetion, fire safety
ingpections, building code reviews, fire brigade training to local indudtry, €tc.

The Department uses a career saff of 370 officers and firefighters and a volunteer staff of 250 officers
and firefighters to operate Sixteen engine companies and five truck companies from sixteen fire sations.
Five dations are staffed entirely by career personnel, and two by volunteer personnd; the remaining
nine stations are operated by a career/volunteer saff. Each platoon has eighty-six firefighters and
Company Officers assigned for fire station staffing. The Deputy Chief of Operations provides
management and leadership to a three-platoon system that has a Senior Battaion Chief respongble for
each of the three platoons.

Each Senior Battdion Chief has two Battaion Chiefs (North and South Battalions) and a Senior
Captain that make up their battalion saff for daily operations of the platoon. The Senior Battaion Chief
aso has battdion leve responshilities for the Centra Battaion, the smalest of the three battdions with
three stations.

The Deputy Chief of Support Servicesis responsible for management of the Training and Safety
Divison, the Fire and Life Safety Divison, the Maintenance and Logigtics Divison, the Information
Services Divison, and the Adminidirative Services Divison

Emergency Medical Services in Chesterfield County
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Before 1988, the four rescue squads, Bendey-Bermuda, Ettrick-Matoaca, Forest View, and
Manchester Rescue Squads, were the primary EMS providers and sole providers of ambulance service
for the County. The Fire Department's role was that of first respondersto serious cdls, i.e,, cardiac
arest, MVAS, and such, that were close to the station according to the Emergency Communications
Center's Computer Aided Dispatch System (CADS). The role of fire department personnel was
primarily that of the support of the volunteer rescue squads.

In 1978, the Fire Department started atraining program that trained al career personnel through
the rank of captain as Emergency Medica Technicians (EMT). In the early 1980's this increased
training led to a greater role as first responders for Fire Department personnd.

In 1986, the first Advanced Life Support (ALS) trained fire department personnel started
providing first response AL S service in the southern portion of the county in support of the Ettrick-
Matoaca rescue squad. These providers were exigting fire department personnel who had received
their AL S certification through affiliations with volunteer rescue squads in and out of the County .

The Fire Department began training its own AL S providersin December, 1987. Thiswasin
response to adecline in available AL S resources from the volunteer rescue squads. These newly
trained providers began providing AL S services from first reponse engine and truck companies with
the rescue squads continuing to provide the AL'S equipped transport vehicle. This program continues
today with dl career staffed fire sations providing such fire gpparatus based AL S service.

In 1988, the County Board of Supervisors commissioned the consulting firm of Burracker and
Associates to study the County's EM S system and make recommendations for itsimprovement. This

was in response to a continuing decline in the ability of the volunteer rescue squads to provide EMS
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services because of dwindling membership. The study's recommendations included even gresater
involvemert by the Fire Department in the EMS ddlivery system that included the staffing of additiond
ambulances from exigting and future fire station locations. 1t dso recommended greeter participation by
the Fire Department in the management of the daily operations of the EM S system.

The implementation of that study's recommendations was carried out by atask force gppointed
by the County Administrator. That task force consisted of representatives from the volunteer rescue
squads, fire department, police department, County Budget and Management, and area hospitals.

Following the implementation of the study's recommendations, the Fire Department became a
more active participant in the County's EMS system. By 1992, the Department was staffing three
ambulances twenty-four hours a day from fire saionsand five volunteer ambulances during the hours
of 6:00 am. to 6:00 p.m. Monday through Friday from rescue squad gtations.

By 1998, the Fire Department was staffing five ambulances twenty-four hours a day at five fire
gations and continuing the saffing of the five volunteer rescue squad ambulances during the week. The
Department continued the training of firefighters and officers as AL S providers and today has 140
trained ALS providerson its staff.  Volunteer rescue squads have continued to see adecline in their
ability to provide ALS services from their ambulances. This has forced them to rely heavily on thefire
gpparatus based AL S providersto deliver ALS care to patients, both on the scene and in trangit to the
hospitdl.

In late 1997, the County Board of Supervisors commissioned a consulting firm to conduct a
second study of the County's EMS system to again examine the system and make recommendations for

improvement.  That firm, David M. Griffith and Associates, ddlivered its report to the Board of
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Supervisorsin late May, 1998. The County Administrator again established a multi-agency task force
to examine the results of the study and develop a plan for gpplication. Thework of that task force
continues presently.

Change Challenges Facing Chesterfield Fire Department

Chesterfield Fire Department faces many challenges as an organization as the 1990's cometo a
close. After having onefire chief for the firg thirty years of its existence, the Department has
experienced the fire chief's position changing hands twice in the past three years. Asthefirst chief,
Robert Eanes was a very autocratic manager and a master politician who carefully built a solid
infrastructure and gpparatus fleet that was unparalleled on the East Coast. He oversaw the
consolidation of the volunteer fire companies into a county fire department and then the gradua
integration of sdaried firefighters into those volunteer companies as volunteer participation waned.
During the 1980's that growth and development of the Department lead to the doubling in size of the
sdaried aff. This growth mirrored the explosive growth of the population of Chesterfield County.
Eanes autocratic style of management, however, was based on what could best be characterized as

fear and intimidation of his employees, particularly his upper management.
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When Wedey Doleza assumed the position of fire chief, he did so after serving for dmost
twenty-seven years as Eanes second in command. During that tenure, he assumed the role of offsetting
Eaness more authoritarian leadership characteristics. Upon becoming the second fire chief in the
Department's history, Dolezal used his skills to start developing a more participative and democrétic
management environment. As one who participated in the "weaving" of the organization's "fabric,”
Dolezd understood which "fibers' could be removed from the "cloth” to loosen it and make it more
flexible. He dso understood the core values and philosophy of the organization, so he knew which
"fibers' could not be removed lest the "fabric" would unravel. While this proved to be extremely
vauable to the organization asit learned to operate in the post- Eanes era, many in the department
began to question the future direction for the organization.

Dolezd was very clear from the start of his tenure that his would only last severd years as he
was within afew years of digibility for retirement. Inlate 1997, he announced hisintentionsto retirein
March, 1998. Following that announcement, the County Administrator began the process to recruit and
select the next Fire Chief. Deputy Chief of Operations Steve Elswick was selected as the new Fire
Chief in May, 1998 following a nationwide candidate search and interview process.

Elswick joined the Department in 1973 and became the firgt firefighter to rise through the ranks
of the department to the position of Fire Chief. Upon his gppointment Elswick immediately embarked
upon ajourney to develop avison, a mission statement and a set of strategic goals for the Department.

Hisfirs mgor step wasto initiate a strategic planning process for the organization in July, 1998.

A written survey was developed and sent to salaried and volunteer members of the Fire Department

and volunteer rescue squads to solicit their ideas about what should be the future direction of
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Chesterfidld Fire Department. Next, he conducted orientation and brainstorming sessons with his
senior gtaff to figure out the best way to approach strategic planning.  Facilitators were then trained to
conduct focus group sessions at each fire station on dl three platoons and dl volunteer rescue squad
gations to further solicit opinion about the strengths, weaknesses, opportunities and threats facing the
Department.

A drategic planning group composed of representatives from dl ranks and divisons of the
Department, and the volunteer rescue squads then participated in atwo-day retreet to assmilate the
information obtained from the written surveys and focus groups and develop a set of strategic goas for
the Department. The planning committee has completed their work and those god's are being prepared
for presentation to the members of the Department in November, 1998.

Upheavd a the top of the organization is just one of many change chalenges that the
department faces. The retirements of Chiefs Eanes and Dolezd were the first length of service
retirements in the department's history. (Severa members have retired for medica reasons)) In 1999,
13 sdaried personnd will be digible to retire under the Virginia Retirement System prerequisites of 50
years of age and 25 years of service (See Figure 1). Over the next five years an additional 43

employees will meet the retirement criteria (See Figure 2).



Eligible Retirees

Calendar Year 1999

Lieutenants
4

Firefighters
2

Battalion Chiefs
3

Captains
4

Eligible Retirees

Calendar Years 2000-2004

Year 2002
6 Year 2001

6

Year 2000
4
Year 2003
11

Year 2004
16

Seventy-nine percent of the digible retirees will come from the ranks of firefighter, lieutenant, and

captain (See Figure 3).

17
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Company Level Retirees
Calendar Years 1999-2004

Firefighters
17

Lieutenants

17 Captains

10

Thisamount of staff turnover, and the resultant loss of experience at the fire company leve, will
present many challenges to the Department as it strives to maintain its present qudity of serviceto the
public. The potentid impact isjust as greet from the loss of senior aff, battalion chiefs and deputy
chiefs, many of whom have been with the organization fromitsinfancy.

Chegterfidd County voters gpproved a bond referendum in November, 1996 that included the
condruction and gaffing of Six new fire seations. The Department is planning to open anew fire gation
gpproximately every eighteen months for the next eight years. Each of those stations will operate an
engine company and ambulance with a gtation gaffing of eighteen firefighters and officers (five
firefighters and one officer per platoon). The opening of these new fire stations will add 108 new
firefighters and officers to the sdaried staff of the department.  Adding this number of new personnd to

the staff will exacerbate the effect that the anticipated retirements will have on the organization.
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The delivery of EMS by the Department is another area with much potentid for change. The
recently completed EM S study makes severd recommendations that call for greater involvement by the
Department, particularly one designating the Fire Chief as responsible for the complete management of
the EMS sysem. The plan to place fire department staffed ambulances in the new fire saionsis
another measure of increased reliance on the Department to carry more of the EM S workload for the
County.

Managed hedlth care is another driving force that is creating change for fire departments that
provide EMSto their communities. Chesterfield County has a very sound financid management plan
and currently is one of a select number of countiesthat possessatriple "A" bond rating.

Today, the EMS ddlivery system is paid for out of the County's General Operating Fund,
through the Fire Department’s budget. Cost reimbursement is an issue identified by the EM S study
because of itsimpact on the County's ability to make improvements to the system. Managed hedlth
care, with its stated goa of containing costs through control of reimbursements for service provided, will
make it more difficult for the Department to obtain additiona funding for system improvement.

Chesterfidld Fire Department's philosophy  for many years has been, "L eave the customer with
more than they expect." The Department has been able to deliver ahigh leve of servicesthat has
earned it high gpprova from the citizens, the County Administrator, and the Board of Supervisors.
Under Eanes, the Department responded to requests for new services and devel oped new servicesto
keep that approva leve high. Some examples are the SCUBA Rescue team, the Technica Rescue
Team, the HazMat team, citizen CPR training, child safety seat inspections, and Swim Safe (aswvimming

pool drowning prevention program), and ALS providers on fire gpparatus. Many of these programs
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were started without additiona funding from the County, and in some cases additiond funding never
appeared.

Today the Department isfinding it more difficult to maintain its present level of serviceswith its
current personnel and monetary resources. Elswick's advocacy for developing a sound drategic planis
driven by his belief that the Department must have a plan before it can start a processto identify those
services it can continue to provide.

Elswick’ s vison for the organization is to develop Chesterfield Fire Department into the premier
provider of emergency service for an agency of itssze. One of Chesterfidld County’ s seven strategic
godsisto make Chesterfieddd County the “safest community of itsszeinthe U.SA.” Elswick redizes
that Chesterfield Fire Department is akey player in helping the County achieve that god. To help
Chesterfield County reach that goa Elswick believes that Chesterfield County needs one integrated
system for providing fire, EMS, and other emergency services. Presently, the Fire Department
has a volunteer component that continues a dide toward mediocrity because of declining membership
and one dimendiond training--the mgjority are only trained as firefighters, not cross-trained asEMT's
likedl career firefighters. Though over 70 percent of the Fire Department’s cdl for service involve
providing EMS, volunteer firefighters only respond to the minority of calls (fire). Elswick beievesthat
the volunteers must become cross-trained, and increase their overdl training to alevel comparable to
the career gaff, if they are to be full participantsin an integrated system (See Appendix A).

In order to create atrue integrated system, Elswick fedlsthat it isimperative to merge the four
volunteer rescue squads with the Fire Department to create a county-wide provider of emergency

sarvices. Hefedsthat thisis necessary to assure ddivery of consigtent, high quality emergency services
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to the citizens of Chesterfield County. Thiswill not be an easy task given that the rescue squads are
separate and autonomous organizations with ahistory of providing EMS to County residents. The
rescue squads, however, are experiencing the same decline in membership and ability to provide service
asthe volunteer firefighters.

The scope and magnitude of this change aoneis amonumenta undertaking, especidly for aFire
Chief that has only held the position since May, 1998. If that was the only change facing the Fire
Department that would be enough. Instead, the Department faces the additiona change challenges of
retirements, promoting new officersin large numbers, opening new fire stations, managing changes in
EMS ddivery, increasing the diversity of the Department, etc. The change readiness capabiilities of the
Department's officers, many of whom will be newly promoted, will have a significant impact on how
successful the Department isin meeting these challenges.

The author used the Change Management Model presented in the Nationa Fire Academy
course, Strategic Management of Change (SMOC) course to analyze the collected data and prepare
aplan to hdp the Chesterfied Fire Department in making itsef a more change ready organization.

LITERATURE REVIEW

Changeisal around us. People, plants, animas, systems, and organizations are dl subject to
change. Fire service organizations are not immune to this phenomena. “Asfire chiefs today, we face a
unique chalenge. The old adage that the fire service is ‘200 years of tradition, unhampered by change
reflects attitudes we ded with every day” (Bruegman, 1997, p.86). Thefire service, as with many public
sector agencies, tends to view itself asimmune to the changes that have historicadly had an impact on the

private sector. The conventional wisdom said that since the private sector was profit driven, and the
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public sector was not, that the same forces that drove change in the private sector were irrelevant to the
public sector.

The 1980's, however, with downturns in the national economy that eventualy influenced loca
economies creeted tough economic times for many loca governments. The taxpayer revolts,
characterized by Cdifornia s Proposition 13 and Massachusetts Proposition 2 %, acutely showed that
the citizenry was not willing to pay higher and higher taxes, even if it meant cutsin service. The
winds of change are coming at al organizations, public and private. Those winds are coming from
customers who are more sophiticated, technology that is ever changing, and regulatory influence from
the government thet is ever increasing. Organizations are restructuring, reorganizing, downsizing,
outsourcing, €tc., at an ever increasing rate (Kriegd and Brandt, 1996). “The veil has been lifted from
the public sector, and the demands and expectations of the people we serve on a day-to-day basis are
much higher than they’ ve ever been” (Bruegman, 1997, p.86).

Management guru Tom Peters stresses that the last twenty-five years have been about

technologica advances transforming the workplace. The next twenty-five years are about

people catching up with them. Wl if they are going to catch up, they are going to need some
help, and from the looks of things they’ Il be hard pressed to find it.A Galup poll reported that

75 percent of American business leaders are not well prepared to manage change (Kriegd and

Brandt, 1996, p.7).

Many fire service leaders are learning these lessonsfirst hand. In the past twenty-five yearsthe
fire service has seen tremendous technologica advancements in the tools and gpparatus that it usesto

deliver fire protection.
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Though technology has been in constant evolution during our careers, many departments il

don't use 1 3/4 inch handlines or 5-inch LDH.

Evolution is till occurring.Other pieces of technology that have shaped the last fifteen years

include: persona protective equipment, SCBA, new nozzles, lighter and stronger ladders,

HazMat equipment and tools, and the list goes on (Brame and Davis, 1994, p. 67).

The arriva of fire service ddivery of EMS brought an entirely new cadre of biomedica
equipment that chalenged the fire service s ability to learn and adapt to new technologies. Theinitid
cross-training of firefighters as EM T’ s and paramedics, and their continuing education requirements, has
created a more knowledgeable and capable workforce.

Previoudy, firefighting required a high degree of physica strength, mechanica knowledge, andin
some cases alittle nepotism. Today’ s firefighter receives more forma education than their
predecessors.

College graduates and others dready employed are looking &t the fire service asacareer. In

Cdifornia, it is common to have school teachers gpply to become firefighters, and nurses,

computer programmers, and even lawyers are seeking entry today. The level of education in our

new gpplicantsis at an dl-time high (Brame and Davis, 1994, p.67).

Workforce diversty is another issue facing fire service organizations. Fire departments are
actively recruiting minorities and women voluntarily, either because of pressure from loca governmert,
or because of court orders. “Like every organization, we have seen changes in the gender, race and
sexud orientation of our gpplicants, sometimes as direct or an indirect result of legd mandatesto

integrate our organizations’ (Brame and Davis, 1994, p.68).



24

Other changes have dso brought fire service leaders face-to-face with issues about which they,
the manegers, are not as knowledgeable. New technologiesin fire prevention, the Incident Command
System, firefighters health and safety, infection control practices, disaster preparedness, and response
to domedtic terrorism are only the tips of the iceberg of change challenges that fire service leaders
(Brame and Davis, 1994).

Fire service leaders have had to learn how to use eectronic technology both in the workplace
and on the emergency scene. Computers, cellular and wireless telephone, FAX machines, and GPS
have become commonplace technologies in today’ s fire service.

New chalenges that will cause even more change for the fire service will include: even more
advanced fire detection and extinguishment systems, increased scope of practice for EMS providers,
expangon of fire prevention education to include injury prevention, and increased awareness regarding
response to domestic terrorism (Brame and Davis, 1994).

What are those changes that you as afire chief had better not ignore? Today’s landscape

would suggest (a) technology, (b) competition, (c) an evolving workforce, (d) anincreasein

demands from our customers, (€) a changing economy, (f) specidization, and (g) workforce

loyaty (Bruegman, 1997, p.56).

Besides these issues the fire service will not be done in deding with change involving Equd
Employment and Affirmative action issues; the American’s with Disabilities Act; sexud discrimination
and harassment issues;, mergers and consolidation of services, including privatization of services.

Many in thefire service have placed themsdves in avery dangerous environment through their

complacency about the future, the need for change, and their need to reposition their
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organizations for future growth, and the competition that many departments face in the future. It
does not teke afortune teller to recognize that the future of the fire service will involve change,
drastic change. Thelast decade has catapulted the fire service into a society that has become a
lot lesskind and gentle (Bruegman, 1997, p.56).

While much is being written about change that has happened in the fire service (retrospective
change) and anticipated change that the fire service will face (prospective change) there is very little
being published about how fire service organizations are preparing their organi zations to manage change.

Many fire service departments are dill deding with change the way they aways have--they react to it,
they do not anticipate it and manageit.

One of the obstacles that we need to overcome from an organizationd standpoint is getting our

personnel to look past the four walls of the fire station. They need to understand that the world

around us is changing and placing new demands on thefire chief, the captain, the lieutenant, the
firefighter and the organization itsdf. Understanding the change-resistant nature of our culture,
therefore, helps us lead change within our organizations and for the fire service asawhole
(Bruegman, 1997, p.56).

Characteristics of Change Ready Organizations

Leadership plays akey role in an organization that is change ready--that is an organization that
is prepared for change, welcomes change, and manages that change to the betterment of the
organizetion.

Boyett and Boyett (1998) wrote that since at least the 1920's that top managers in business have

traditiondly focused their time and attention on developing and implementing business srategy. “Inthe
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padt, traditiona senior managers ‘ explored business synergies,” ‘balanced strategic portfolios,” and
sought to *articulate Srategic intent.”  Strategy-meaking has long been seen as akey leadership function”
(Boyett and Boyett, p.17).

Boyett and Boyett (1998) drew upon the ideas of leadersin today’ s business world such as
Stephan Covey, Warren Bennis, Jon Katzenbach, Tom Peters, and Daryl Conner to develop anew
paradigm for leadership in arapidly changing world. They defined three significant leedership role shifts
that leaders will need to carry out if their organizations are to be change ready units. Role Shift #1 isto
change from adrategist to avisonary. While business srategieswill remain an important part of any
organization, it will be far more important for the leader to develop avision of what the organization
should be in order to inspire their employees. “People aren’'t engaged by Strategies. They don’t form
any srong emotiond attachment to them. Strategies answer what, but don’t answer why, and knowing
why is more important” (Boyett and Boyett, 1998, p. 18).

Role Shift #2 isto change from a Commander to a Storyteller. Commanders implement
srategy by barking orders. buy this, cut that, invest here, staff up, downsize, eic. Today’s employees
live in an age where information comes to them via many different media Many communications
experts have taken to labeling the younger workersin Americaas “the MTV generation” because so
much emphasisis placed on packaging the message to be flashy, quick, and tailor-made to a short
attention span.

Others have characterized our society as the “sound byte society” -- getting most of its news and
information through twenty-second sound bytes on the six-0’ clock news.  Today’s leaders must have

the ability to take their vison for the organization and craft it into a compelling story that grabs the hearts
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and minds of their employees. “Martin Luther King didn’t issue an order, then suddenly redize his
dream. Disney didn't besat the ‘happy place’ (Disneyland) into being. While strategists may demand
and command, visonaries must excite and entice’ (Boyett and Boyett, 1998, p. 30).

Findly, leaders mug shift from being a Systems Architect to being a Change Agent and Servart,
Leadership Role Shift #3. Top leadersin the past have worked to design efficient systems that defined,
measured and controlled the behavior of middle management and employees. The great emphasiswas
on having employees who did things the company way. By doing so the ideawas to create dahility,
congstency, and predictability.

The problem with such a system, according to our management gurus, isthat it fragments a

company’ s resources, creates vertica communications channels that isolate business units and

prevent them from sharing their strengths with each other, and on the whole makes the company

less that the sum of its parts (Boyett and Boyett, 1998, p.34).

Instead of such behavior the authors wrote that the change agent leader must become a
facilitator who forces people to think about and prepare for an uncertain future. “These leaders don't
just accept challenges to conventiona wisdom:--they demand them” (Boyett and Boyett, 1998, p. 35).
The new leader focuses on developing employee initiative and supporting employee ideas--they remove
barriersto progress. The leader is out front, not pulling followers with some invisible rope, but rather
clearing the path.

Change agent |leaders recognize that their new role isto serve the employee by being the person, by

virtue of their position at the top of the organization, for whom there are no barriers. “At the extreme,
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the leader becomes more of a servant to those he or she leads than a commander, or a contraller, or a
systems designer” (Boyett and Boyett, 1998, p. 36).

The Learning Organization and the Change Ready Organization are two topics upon which
current change management authors are expounding. Both ideas focus on the necessary relationship
that must exist between the organization and the people who are the organization. “Individuas and
organizations that are good react to change quickly. Individuas and organizations that are great create
change’ (Kriegel and Brandt, 1996, p.9)

The process of formulating ideas and bringing them forward will be critica in cregting an

organization that is open to change. Some employees have a natura bent in that direction, and

we must establish systems to recognize and nurture these people. We must also encourage

them to assist other employeesin bringing forth ideas (Williams, 1991, p. 19).

Senge, Kleiner, Roberts, Ross and Smith (1994) describe the learning organization modd asa
cycle composed of (8) skills and capabilities, (b) awareness and sengbilities, and (c) attitudes and

beliefs. (See Figure 4)

Senge (1990)

ﬁ Awareness and
Sensibilities
Domain of Enduring Change

(Deep Learning Cycle) core of alearning
%A
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and organization as
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described the

Attitudes
and Beliefs

being based

upon five “learning disciplines’ or life long programs of study and practice. Figure 5 illustrates those
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disciplines. () persona magtery, (b) mental models, (c) shared vision, (d) team learning, and (€)

systemsthinking (Senge, p.7).

To practice adisciplineisto be alifedlong learner on a never ending developmenta path. A

Aspiration

Personal Mastery Shared Vision

~

Individual Systems Thinking Team
and
/ J\/ Organization
Mental Models Team Learning

disciplineis not smply a“subject of sudy.” It isabody of technique, based on some
underlying theory or understanding of the world, that must be studied and mastered to be put
into practice. Asyou develop proficiency, your perceptud capacity develops, you gradudly
surrender to new ways of looking at the world. For example, once you begin to master team
learning or systems thinking, it is very difficult to play the old office game of optimizing your
position at the expense of the whole (Senge, 1990, p. 8).
Undergtanding what makes alearning organization is no harder than learning what makes a greet
team. That is, “agroup of people who, over time, enhance their capacity to create what they truly
desireto create” (Senge, 1990, p.20). There are many skills and capabilities that characterize learning

organizations. aspiration to change because one wants to, not because one needs to; reflection on deep
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individua and collective assumptions and patterns of behavior; learningful conversation; and
conceptudization of larger sysems and forces at play. The fundamenta baance of learning
organizations is between organizationa issues and people issues (Senge, 1990).

Senge (1994) dates the actud “fifth discipling” is systems thinking because it is the cornerstone
of the learning organization and of the other four disciplines. Traditiona approaches usudly focus on
isolated parts of asystem, which limits an organizations s efforts to solve problems and be effective.
However, systems thinking can be described as a conceptual framework which encourages an
organization to see patterns of organizationd behavior, and then learn to reinforce or change them
effectively.

Boyett and Boyett (1998) wrote that developing alearning organization is good in theory, but
very difficult to achieve in practicdity. “The truth is that very few organizations today have alearning
culture, and the transformation to alearning culture is, if anything, highly problematic’ (Boyett and
Boyett, p. 121). The authors argue thet the learning culture, or organization described by Senge and
othersisfar removed from the actua workplace, and that making such atransformation seems out of
reach to most organizations.

A key learning deficiency for most people is their inability to see how information, action, and

results form achain of causdity intheworld. A rdatively smal number of archetypes, or

petterns of behavior, can illustrate many of the problems people cause themselves and

organizations because of their fallure to think systemicaly (Boyett and Boyett, p. 127).
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Organizationa Trangtions (1998) has devel oped a program to enhance the capability of work
teams and their organizations to learn from their experiences (success and failures) and from the
experience of others.

While many organizations are trying today to become “learning organizations’, learning

capability has ensured the success of many, well-known firms.

For example, Motorola learned to design and build paging systems and cdlular phones instead

of car radios, and IBM learned how to take someone else’ sidea about computers (a Univac

innovation) and make it acommercia success (Organizationd Trangtions, p.1).

The program outlined by Organizationa Trangtionsis designed to help an organization to build
its learning capabiility by: (a) assessing its learning strengths and wesknesses, (b) recognize team learning
syles, (c) develop srategies to learn and improve performance, (d) understand how to aign itslearning
portfolio with organizationd strategy, (€) enhance learning and the dissemination of knowledge across
the organization, (f) eiminate the recurrence of identical failures, errors, or mistakes, and (g) increase its
ability to adapt to change.

Boyett and Boyett (1998) wrote on the same theme saying that an organization must capitaize
on the capacity of its peopleto learn in order to excel. They wrote that the most important learning
occurs on the job, not in the classroom. “The mogt effective learning is socid and active, not individud
and passive’ (Boyett and Boyett, p. 127).

The best organizationd learning occurs through the daily working of the organization as people share,
examine, and chalenge each others mentd modds. (Menta modds are degply held images of how the

world works. They are shaped by our experiences, and in turn shape our future experiences.) The key
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for organizations that want to learn in this manner isto bring order to the chaos. People in most

organizations need to develop the skills for reflection and inquiry to tap into this red experience learning.
The sKkill of reflection helps people dow down their thinking process to become more aware of
their mental modes (how they seethings). The skill of inquiry helps people become more open
about the assumptions behind their actions and to encourage other people to do the same
(Boyett and Boyett, p. 127).
The sharing of information regarding change is critica to the success of that change. Linden
(1997) wrote that change has avery human side. Linden identified that to address this human
concern that the leader needs to focus on three fundamental needs: for information, for
involvement, and some leve of control. People in organizations typicaly ask two questions
regarding change: (@) Why change? Why this change?, and (b) What'sin it for me? Thefirst
guestion isamost natura one because most of people change only when they are dissatisfied.

When the leader announces a change staff wonders, Were we doing alousy job? Were

customers complaining? Is the budget in trouble? I's the boss in trouble and trying to ded with it
through some sort of reorganization? Theimplication is obvious: when leaders announce a
change, they must make clear what problems they’re trying to dedl with and what opportunities
they are trying to capture (Linden, p. 1).

Linden did consulting work for the Human Services Department, Wake County, NC to learn how

employees were finding out about mgor change going on in that county. He assessed the effectiveness

of four communications methods (See Table 1).
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(Linden
Source of Information about % of Staff Assessing Source
Current Change as Effective noted that the
Dept. Head/supervisor/other dept. 68 g4 could
Staff
o _ indicate more
Reenginearing bulletin boards 39
than one
Newdetter 39
_ method of
Work group/committee members 38
communication
Note: Staff could indicate more than one as eifective)

That communication becomes critical when the leader is attempting to communicate their vison and
vaues, and urging the gaff to follow. Linden argues that people will not start changing immediately once
they have acommon vison and st of values. He defined thiswith the term “waterfal” theory of
change. Namdly, that organizations go dong smoothly at one leve until they have clear direction and
agreed- upon values, and then we suddenly take the plunge and emerge at anew level where they dl
gart to act in accord with the new vision and values (Linden, 1997).
Successful companies (Genera Electric, Wa-Mart, Sony, Ford and others) did not begin with a
clear vison. Rather they were begun by leaders who started off hustling to find customers, and
give them the products and services they liked.
Slowly as these firms succeeded, a culture evolved that reflected the values of the people who
worked at these companies. Note the sequence: first the leader struggled to please customers,

and after some success, a set of shared values emerged (Linden, p. 9).



Freiberg and Freiberg (1996) wrote a book that chronicled the extraordinary success that
Southwest Airlines has attained sinceitsinception in 1971, Southwest is a dynamic company that
embraces the notion of Positively Outrageous Service through the high level of trust that they impart to
their employees from the top to the bottom of the organization. More than 22,000 employees belong to
a culture where employees and customersfed like they are part of the family. The Southwest story
shows time and again that people will act repongbly and do more than what is expected when given
the freedom to act.

Y ou can ask dmost any mechanic, ramp agent, operations agent, pilot, flight attendant,

customer service agent, or generd office worker to state the misson, vison, values and

philosophy of Southwest Airlines, and the answer that they’ Il give you will be close to the
answer that you get from Herb Kelleher (founder and CEO) himsdf. The only difference, Herb

says, isthat the employees will be more articulate (Freiberg and Freiberg, 1996, p. 106).

Southwest uses trust to inspire ownership of the company inits employees. Thet trust isa
relaionship developed and maintained daily. Before employees can be empowered and develop an
ownership in the process, there must be trust. “Trust isfed by persond integrity. Trust grows when we
keep our promises and follow through on our commitments’ (Freiberg and Freiberg, 1996, p. 109).

The concept of alearning organization is far departure from the traditiona  hierarchid,
authoritarian organization that has long been the standard in the fire service. In many ways it seemslike
acompletdy different world. In the former, the idea of learning or not “knowing everything” is often

viewed as incompetence and seen as aweakness. For example, in that type of organization the
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predominant belief isthat a person must be “in control” to be effective. In the learning organization, the
belief isthe exact opposite.
We become willing to reveal our uncertainties, to be ignorant, to show incompetence--knowing
that these are essentid preconditions to learning because they set free our innate capacity for
curiogty, wonder and experimentaism. We gtart to give up our faith in the andytica
perspective as the answer to al of life's problems (Senge et d., 1994, p.21).
A learning organization helps people embrace change. People in learning organizations react
more quickly when their environment changes because they know how to anticipate change.
Thisis much different from trying to predict the future. By anticipating the future peoplein a
learning organization can work to cregte the kind of change that they want (Senge et d., 1994).
Pasternack and Viscio (1996) make a smilar connection in the discussion of their verson of a
new “Centerless Corporation.” They center the “ Centerless Corporation” around three axes. people,
knowledge, and coherence. “Wdll-trained and highly motivated people are crucid to the development
and execution of Srategies, especidly in today’ s faster-paced, more perplexing world, where top
management aone can no longer assure the firm’s competitiveness’ (Pasternack and Viscio, p.33).
In such a corporate environment, people are a Sgnificant investment in the future performance of the
organization. “Motorola, for example, spends dmost $100 million annualy on education and training
and caculates areturn of $3 in sales for every education dollar spent” (Pasternack and Viscio, p.33).
As part of the Knowledge axis, Pasternack and Viscio (1998) postulate that organizations must

break down communications barriers that people within organizations build around them. To bresk
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down these barriers new leaders must encourage new acts, actsthat are so difficult that people in many
organizations find them unnatural. The authors describe these acts as follows:

1. Sharing your best thinking with others. . . . We mean sharing data and understanding as

well as opinions.

2. Using what other people have developed. A smpleidea, but one that requires breaking

down the dreaded “ not invented here syndrome.”

3. Collaborating - by building on the expertise of other experts.

4, Improving by synthesizing new ideas continuoudy while purging yesterday’s

conventiona wisdom (Pasternack and Viscio, p. 118).

Kriegdl and Brandt (1996) describe a change ready organization as one thet is (a) open and
receptive to new idess, (b) excited rather than anxious about change, (c) challenged not threatened by
trangitions, and (d) committed to change as an ongoing process (Kriegel and Brandt, p.8). Their
concept of a change ready organization is where the people anticipate and initiate change, they challenge
the status quo, they cresate rather than react to change, and they lead rather than follow. Such an
organization requires ahigh level of trust throughout the organization.

The development of that trust occurs through the daily interactions of the people in the organization.
Those daily interactions happen between employee and employer, peers within the department, and
between the organization and its customers.

Companies and the people who work for those companies earn trust by their actions. Those

actions must demongtrate honesty (Can | believe what they say?), integrity (Do they keep their
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promises?), and openness (Do they share what they know?) (Kriegel and Brandt, 1994, p.

160).

The authors make the case that the body of knowledge overdl, not to mention that body of
knowledge specific to a profession, is growing so rgpidly that an individua will never know everything
thereisto know

Success doesn’t come from how much you know, but from how well you learn. The

knowledge base is dways changing. Just look at an old encyclopedia, like my 1960 World

Book. When | looked up manufacturing, | found impressive sections on toolmeters and

automation . Those words have dl but disgppeared from the business lexicon. Ever hear

anyone talk about keypunch or ENIAC? (Kriegel and Brandt, 1994, p.33).

Kriegd and Brandt (1996) wrote that the key to keeping ahead in a changing environment is
think not like an expert, but like abeginner. Beginners ask embarrassng questions, they don't know all
the rules and rationaes for why things are done. And that’s what makes them so valuable. While the
experts are tdling people why something won't work, beginners have the advantage of seeing only
posshilities

Characteristics of Individual Change Readiness

Hunsaker (1985) wrote on the subject of being an effective change agent in an organization.
He stated that when individuals are faced with a conflict between their persond lives and the
organizations in which they work, changing the persona aspects of the situation is not aways possible.

In such Stuations, the optima course may be one of changing the organization to make it more

compatible with one’ s persona needs. When you plan to invest effort in making your
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organization more compatible with your vaues, it isimportant to percelve it as a socid redity in
which individuals make decisons. Since individuas not only creete the organization, but “ are’
the organization, we can change the organization by changing the perceptions, awareness, and
values of those who make it up (Hunsaker, 1985, p. 124).

In his research, Hunsaker drew upon the work of Ronald Havelock of the University of
Michigan Indtitute of Socid Research. Havelock’ s work has combined the experience of researchers
and practicing change agents in an anadys's of more than one thousand studies of innovation and the
process of change. From his research Hunsaker devel oped the following ten guidelines for being a
successful change agent within an organization:

1. Know yoursdf - be aware of your needs, vaues, and objectivesto be ableto learn

what it is you need to be happy in the organization.

2. Undergtand the organization - the values, norms, key people, subsystems, cliques and

dliances.

3. Keep lines of communication open - thisincludes not only dlies, but adversaries as well.

4, Determine how othersfed - if no one ese agrees with your assessment of the Stuation

perhaps another salf-assessment is necessary. If others agree, you may have aliesfor an

effective team.

5. Andyze the Stuaion from many points of view - assess the perceptions of the proposed

change from many viewpoints, especidly those who may be opposed.

6. Thorough understanding - of dl the dimensions of the change including the strengths,

weaknesses, evaluations, and possible objections.
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7. Continued effort - change agents must be persstent, have great energy, and seek out

pathways where none appear to exist.

8. Timing - waiting for the opportune moment as opposed to reacting spontaneoudy can

make a difference in the success of the change effort.

0. Sharing credit - can create enthusiasm about the desired change.

10.  Avoid“win-losg” drategies - avoid standoffs where everyone loses what they want

directly or indirectly through hard fedings (Hunsaker, 1985, p. 125-126).

Havelock (1973) wrote on the subject of being a change agent in the field of education. The
roles he identified are: (a) the cataly4, (b) the solution giver, (¢) the process helper, and (d) the resource
linker. All four roles are critica in the change process and competency to fill theroleisthe only
prerequisite. Hunsaker (1985) drew upon Havelock’ s work to identify interpersond strategies for
organizational change. He wrote of behaviord skills that the individua can gpply to cause changesin the
behavior and attitudes of other, i.e., be a change agent.

Those behaviord skills were asfollows:

1. Directed Thinking - dearly specifying what it is that you hope to accomplishin an

interpersond Situation and systematicaly consder dl factors that may influence achieving it.

2. Disclamers - identifying up front what your sakeisin the change so that others will

understand your true motives.

3. Authentic Feedback - nonevaluative interpretation of how a person’s or group’s

behavior affects you.
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4, Initid Agreement - agreeing with a person or a group & the beginning of the change

effort isimportant to ensure that they do not turn you off immediately.

5. Inoculation - preparing key decision makers againgt argument that may change their

mind.

6. Limited Choice - providing alimited number of choices maximizes your chances of

having the target group accept a change proposal you favor.

7. Obligating in Advance - getting commitment in the future is much eesier than when

issues become more pressing as time grows short.

8. Pogitive Expectations - suggesting to a person that they will be vauable participant in

the change effort can often act as a sdf-fulfilling prophecy; the person will behave in away to

fulfill your expectationsto prove your confidence in them.

0. Compliments - trying to get someone to change through criticism has negetive

consequences even if the strategy is successful (Hunsaker, 1985, pp. 132-134).

Katzenbach (1995) asthe leader of the Redl Change Leader (RCL) team defined those
characterigtics that they found common in real change leaders. They found that real change leaders are
al different--except in their determination and ability to achieve better results through people.
According to Katzenbach, rea change leaders accomplish what they do because they share the
following characterigtics:

1. Commitment to a better way.

2. Courage to chdlenge existing power bases and norms.

3. Persond initiative to go beyond defined boundaries.
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4. Motivation of themselves and others,

5. Caring about how people are treated and enabled to perform.

6. Staying undercover.

7. A sense of humor about themselves and their Stuations (Katzenbach, p.13).

The role of the manager in an organization is changing dong with the organization itself. We
have primarily viewed the manager as a personnel “technician” who needed to possess the set of
“people kills’ necessary to carry out the organizationd plan. *Just a decade ago managers focused on
processes, productivity and planning. “They were the “cops and organizers’ assigning tasks and
making sure you followed the rules’ (Kriegel and Brant, 1996, p. 158). Many business definitions of
leadership have included the content, “ getting work accomplished through people.” Such definitions
and attitudes viewed people as another type of resource in the same vein as money, machinery, and
time.

In the traditionad management structure an employee must impress, through job performance or

otherwise, hisimmediate supervisor in order to progress to jobs of more responsbility and

vighility. The problem with this structure is that more often than not a person’s supervisor
becomes abarrier to, and not afacilitator of, career development. Rarely will a supervisor,
after theinitid hiring, examine a person’s resume and ask the basic question of career
development: based upon thisindividud’s skills, education, and performance, what is the best
position for thisindividual? From the manager’s point of view, they are respongble for delivery
to the client, and the development of people that work for them is not a priority, and is many

times completely ignored (Cavanaugh, 1997, p.1).
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Today’ s managers understand that whatever products and services their companies may
produce they’ re essentidly in the people business. The more things change, however, the more
successful managers must become adaptable. The technologica explosion, the information highway,
total qudity management, efficiency experts, management rights, downsizing and consolidetion -these
are some issues that confront managers each day as they report for work. Solving complex problemsin
the future will require new skills, not the same old ones (Freeman, 1995, p. V).

Freeman (1995) describes the new training and devel opment experiences that new managers
will need to be successful in afast changing work environment. The author identifies thirteen key

concepts for future managerid training that condtitute a careful blend of training and devel opment:

1. Risk taking and assertiveness

2. Counsdling underperforming subordinates

3. Designing professona development experiences for subordinates
4, Learning leadership functions, philosophies, and styles

5. | dentification and specification of operationa problems

6. Managing conflict condructively

7. Managing resistance to planned organizationd change

8. Role negotiation

0. Increased tolerance for ambiguity an uncertainty

10.  Creating a motivating work environment

11.  Time management
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12. Building high performing, sdf-directed teams

13.  Scanning theinterna organization for early indicators of changing conditions (Freeman,

1995, p. 11).

Beyond these skills to manage the team, Freeman writes that the manager must be adept at
being amember of ateam. Organizations that successfully manage change will do so because they
reward managers who are both good leaders and followers.

Training and development of the new manager in functioning as amember of ateamisas

important as persond mastery in managing and developing subordinates.

Thistransformation must take place dong two dimensions. (1) from being a“ sar individua

player” to guiding the work of others, and (2) becoming amember of asynergidtic teamin

which individua technica mastery has less value and cultura rewards than does skillfully

working with peers and subordinates (Freeman, 1995, p.3).

Moosbruker (1995) wrote that today’ s organizations use teams in three different configurations:
(& management teams that have ongoing responsibility for the activity of the organization, (b) ad hoc
task forces designed to achieve a particular god after which they disband, and (c) work teams that
retain ongoing respongbility for the accomplishment of a sat of tasks, such as managing a product line or
delivering a human service,

Work teams are often expected to be self-managing, sdif-regulaing, or sdf-directed. The

degree to which they are, and how these qualities are developed, isacritica issuein the

changing work environment. Sdlf-directed gpplies to the whole team, including the leader. It

does not mean aleaderless team, but is interpreted this way in some organizations. Facilitating
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leadership isrequired, however, rather than the traditiond top-down approach. Thisrequiresa

change from the older models of supervisory leadership (Moosbruker, p.49).

LaFord (1998) in athree-part series on futuritic thinking wrote that the individua pursuing
career development in the fire service will need to do so through four basic ways. The author identifies
those development paths as: (1) individua development through classes, training, and forma education
paths; (2) mentoring programs where the organization matches the individua with experienced
individuas who know what they need to succeed, both professondly and politicaly and personaly;

(3) networking with peersin the organization; and (4) a systematic program on the part of the
organization that identifies objectives for the target group to work toward in persona development.

Bdl (1996) discusses the evolution of bossing--what it meansto be in charge--and the
chdlenge that evolution presents for many supervisors and managers. Often, they learned from their
bosses who were stern teachers, “tight-lipped” drill sergeant types, and autocratic coaches. These
bosses held the reins tight lest workers get lazy and fail to work. Today’ s experience, however, shows
that when they treat subordinates like adults they are more likely to act as adults.

Employees who manage tight family budgets, buy and sdll red estate, pay college tuition,

prepare complex tax returns and juggle dentist gppointments with soccer practice probably have

the wisdom and skill to handle any job assgnment. We can surmise that no one a home gives

them “empowerment” or “ appropriate supervison” (Bell, 1994, p. 14).

Many of these managers and supervisors know the old way is unpopular; most know that it is
ineffective. Without clear organizationa direction and support many managers are on their own to seek

out a“new” management syle.
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The “be abuddy” gpproach seemsto erode in times of conflict. The benevolent parent
gpproach seems to get compliance (through fear or guilt), but little commitment on the
employee' s part. And the“plain vanilla’ coordinator/adminigtrator seems to foster efficiency,

but little enthusiasm (Bell, 1996, p. 14).

Bdl (1996) defines a new role of the leader in a changing organization--that of being a mentor.
The term mentor conjures up the image of an experienced senior employee of the organization who
takes the new employee “under their wing” and imparts the informa information and wisdom necessary
to succeed in the organization. Thefire serviceis famousfor this classc picture of a mentor: the
“grizzled’ veteran in conversation with the rookie firefighter who “shows them the ropes’” while lacing
the conversation with tales of daredevil heroics and too-close-to-cdl tactics a fires past is part of the
fire service lore. More recently, the term mentor has become connected with affirmative action.

Minority employees got assigned to a mentor to expedite their route through “the glass celling,”

beyond the “old-boy networks, and the private “winks’ formerly reserved for WASP males. . .

.These mentoring programs sounded contemporary and forward thinking. Some were of great

sarvice, but many were just lip service (Bell, 1996, p.6).

The traditiona use of the word “mentor” denotes a person outside one' s usua chain-of-
command who hdlps the junior member navigate through the organization’ sinforma system and
understand the “unwritten rules’ that are part of the organization’s culture. Many successful mentors
are not supervisors or managers, but are successful members of the organization who possessthe

experience and knowledge that can only come from learning the job and doing it a ahigh levd of
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proficiency. Typicdly, these mentors are “informal leaders’ in the organization who enjoy a high degree
of respect and status among their peers.

Bell (1996) recognizesthat not al mentors are supervisors, but makes the case that an effective
supervisor should be amentor.

Effective mentors are like friends in that their god isto creete a safe context for growth. They

areds likeafamily in that ther focus is to offer an unconditiond, faithful acceptance of the

protégé. Friendswork to add and multiply, not subtract. Family members care, even inthe

face of mistakes and errors (Bdll, p. 7).

Good leaders must be able to do alot of thingsin a changing organization. The persond
development of the leader provides a firm foundation from which to conduct their manageria duties.
Covey (1989) makes the argument that effective public leadership can only come after one has achieved
private leedership. Though many regard independence as a hecessary persond virtue, interdependence
is necessary to succeed in organizationd redlity. “Life, isby nature, highly interdependent. Totry to
achieve maximum effectiveness through independence is like trying to play tenniswith agalf dub--the
tool is not suited to the redity” (Covey, 1989, p.51).

Kriege and Brandt (1996) described six characteritics that in their view determine how well an
individua respondsto change, i.e., is change ready. Those characteristics were: (a) passion, (b)
resourcefulness, (c) optimism, (d) adventurousness, () confidence, and (f) tolerance for ambiguity.

Passionistheindividud’slevd of persond dynamism, intensity and determination; it is the fuel

that maximizes the other traits. Resourcefulnessisthe ability to make the most of any Stuation

and use whatever resources are available to make plans and develop contingencies. A person’s
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level of optimism measures whether people have a positive view of the future; optimists tend to
be more enthusiagtic and positive about change. Adventurous people love chalenges; they tend
to be restless and shun the comfort zone. They don't just accept change, they embrace it.

The measure of confidenceistheindividud’s belief in their ability to handle any Stuation. And
ladtly, tolerance for ambiguity examines how wdl the individua handles the uncertainty that
accompanies change (Kriegel and Brandt, p.276).

Results of Internet Search

Nowhere is the scope and magnitude of change any greater than on the “information highway”.
A search of the Internet was made using the Microsoft Explorer software and the search engine
AltaVigta. The author used the keys words “organizationa change readiness public sector” for the
search that netted 4400 web pages that met the search criteria By manudly browsing through the
entries listed by AltaVida, the author found sites with information about Learning Organizations,
Organizational Change and Change Readiness. The most predominant sites are web pages for change
management consulting companies and companies specidizing in training for change managemen.
These Sites provide summaries of training courses, programs to help organizations manage change, and
assessment tools to help organizations determine what they need to dedl with change more
condructively.

One of the more comprehensive sitesis the Career Resource Center |ocated at
www.careerresource.com. ThisSte had many listings under the headings of learning organizations,
organizationa change, and systemsthinking. The Training Center is designed to provide the browser

with the quickest access to online resources organized by topic. This guide also provides links for
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additional resources (books, trainers and training material suppliers) aswel astipsfor organizing a
Learning Plan and how to coach others to help them with their development.

Of particular interest was the web ste link from the Career Resource Center Siteto Senge's
web ste, Fifth Discipline Fieldbook-Strategies, Tools, and Connections for Building a Learning
Organization (Senge, 1998). At this site Senge’ s written work and that of his colleagues, Kleiner,
Ross, Smith and Roberts, comes dive with interactive web ste links to other stes such as ()
contributors to the Fifth Discipline Fieldbook, (b) Reviews of the Fifth Discipline Fie dbook, (¢)
“Systems Thinking” oriented web Sites, (d) management innovation links, (change dtrategy, tota quality,
sociotech, and more...), (€) consultation and facilitation, (f) book and resource reviews, (g) on-line
conferencing systems, (h) management schools and universities.

Another very good link from the Career Resource Center website was Road maps.: a guide to
learning system dynamics. Road Mapsisasdf-sudy guide to learning syssem dynamics. Itis
organized as a series of chapters, and is being developed by the System Dynamics in Education Project
at MIT under the direction of Professor Jay Forrester.

Certainly one aspect of using the Internet for educationd development of the organizations
change readiness is the ability to access the information. The use of computer technology, particularly in
the redlm of information sharing, is noted as being critica to an organization’s development. Appendico,
Inc. (1998) has at their website, www.apendico.com, a checklist to help organizations assess their
ability to fully use the resources of the Internet in developing their employees. This checklist would
provide a useful tool to the organizationd leader who is interested in using the vast capabilities of the

Internet in the development of alearning organization (See Appendix B).
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The Universty of Cdiforniaa Davis, through their Staff Development and Professond Services

section, offers ahost of ortline educationa opportunitiesin the area of organizationa change readiness.
Their website, www.sdps.ucdavis.edu, offers a Trangtion and Change series that contains: (a) change
readiness, (b) change from an individud’s perspective, (¢) navigating trangtion, (d) managing change: a
systems gpproach, and (€) managers as agents of change. The University of Phoenix offers a complete
line of non-degree and degree programs through their CPEInternet website, www.uophx.edu/cpeinet.
The Universty is one of the country’s premiere Distance Education sites that serves the needs of those
student who are presently employed and have a hard time pursuing a college level education because of
work and family demands (University of Phoenix, 1998).

Severd websites provided initid information regarding assessment tools to determine an
organization’s change readiness. The Nationa School Board Association, www.nsba.org, provided a
change readiness checklist for school board didtricts to use when contemplating change. The consulting
firm of Mauer and Associates, www.beyondresistance.com, presented a short questionnaire that could
be used by an organization to evauate the change readiness of |eaders within the organization.

Training Programs in Chesterfield County

In 1989 the Chesterfield County Board of Supervisors directed the County Administrator to
develop aprogram to bring Tota Quality Management into the operations of County government.
Severd of the Board members, who were employed in the private sector, saw how TQM could
improve efficiency in the work place and fet it could do the same for local government. After much

development the County Administrator unveiled the County’s Total Quaity Improvement (TQI)
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Program. The program included avision, misson and set of TQI vaues which al County departments
were to apply to their daily operations.

In support of the program the County’ s Human Resource Management Department (HRM)
developed training programs for dl levels of the program. These levelsincluded: entry leve training for
al employess, training for dl supervisors, training for facilitators (to facilitate meetings), and training for
Team Advisors. HRM aso developed an upper leve curriculum of training programs for supervisors
and managers, this curriculum is known as TQI Universty (See Appendix C).

Since 1987 the Chesterfield Fire Department  has had an Officer Development Program to
develop future officers for the Department. Participation in the program is voluntary and completion of
the curriculum can net an individud up to 7.75 points on the Lieutenant’ s promotiona exam. The
program isa“menu-syle’ curriculum that alows an individua severd options for completing sections of
the program. Those optionsinclude: classes devel oped within the Department, National Fire Academy
course offerings, and college level classes. The course objectives meet the training sSandards for afire
officer identified in the Nationa Fire Protection Association Standard 1021 (See Appendix D).

Ladt year, after severa years of development, the Chesterfield Fire Department launched its
Officer Development Program, Leve I1. This program is designed to provide training for the Company
Officer who aspiresto the rank of Battdion Chief. The Department finished delivery of apilot program

in 1998 and is st to Start full delivery in 1999 (See Appendix E).
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Summary of Literature Review

Change readinessis a very current topic in dl types of organizations, in both the public and

Old Model of Organizational Change

Leader has idea Leader develops Train workforce Put Plan into
plan on new plan action

New Model of Organizational Change

Develop an Ideas originate Organization Organization
educated anywhere in Analyzes the _develops plan_ for|
Worforce organization Idea implementing ideg

Plan is
implemented

private sectors. The review of the current literature indicates that the ability of an organization to
effectively manage change is based on many factors.

The literature indicates that organizationa change readiness is enhanced by building a
partnership between the leadership of the organization and the employees of the organization. Thisnew
thinking, amove away from the old theory of “top down management”, may be best illugtrated by the
following model developed by the author of this Applied Research Project (See Figure 6).

The keys to success for this new organizational change model, according to the literature, are: (a) a
strong leader who possesses a strong vision for the organization, (b) the ability of that leader to
communicate that vision to the workforce, (C) a strong set of organizationd vaues thet serve to steer the

actions of dl members of the organization, (d) ahigh level of commitment to the mission of the
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organization by al members, (e) ahigh leve of trust within the organization, (f) aworkforce that is
condantly learning, and (g) effective communications systems that connect al members of the
organization. Success of the organization is predicated on ahigh level of change readiness because
change is acondant journey that leads to organizationa improvement.

The characteristics of an organization that enable it to be more change ready include the
fallowing: () developing the learning capatiilities of the organization, (b) developing sysems for sharing
information, (C) creeting systems that develop a sense of ownership in members of the organization, (d)
developing mentoring systems in the organization, (€) developing the change agent qudities of managers,
and (f) creating a sense of vison for the organization. Such organizations are open and receptive to new
idess, excited rather than anxious about change, chalenged by transitions, and committed to change as
an 0ongoiNg Process.

The characterigics of an individud that is change ready include: (@) commitment to a better way,
(b) courage to chalenge existing power bases and norms, () persond initiative to go beyond defined
boundaries, (d) motivation of themsalves and others, (€) caring about how people are treated and
enabled to perform, and (f) a sense of humor about themselves and their Situations.

It isincumbent upon the individua employee to develop sdf-magtery. Theindividua cannot
depend on the organization to provide for their entire development. This self-mastery must be a multi-
faceted approach that uses training and formal education paths, mentoring relationships with successful
individuasingde and outside of the organization, and embracing the organization’ s philosophy and

vaues.
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Managers in achange ready organization must have the ability to be both a member of an
effective team, and to lead effective teams. In their leadership role they are counted on more to be
mentors, or coaches, in the development of their employees rather than taskmasters or supervisors.
They must become skilled a developing awork environment that fosters trust, employee devel opment,

and ownership in the organizations mission, vaues and philosophy.



PROCEDURES

The research procedures for this project began with areview of available literature on the
subject of change readinessin organizations. This search took two forms. The first, amanua review,
was conducted using the resources of the Nationd Fire Academy’ s Learning Resource Center and the
Chesterfield County Public Library. During this search the author reviewed books and periodicas for
information concerning organizationa change readiness. Secondly, an on-line search of available
information on the Internet computer network was conducted using the Microsoft Internet Explorer
software between September 1998 and December 1998.

During the literature review the author found a survey that provided a profile of the change
readiness atributes of an individud. The survey, contained in Dr. Robert Kriegd’s book, Sacred Cows
Make the Best Burgers, measured the attributes of (a) passion, (b) resourcefulness, (c) optimism, (d)
adventurousness, (€) confidence, and (f) tolerance for ambiguity. While there were severd other survey
ingruments identified during the literature review, the author felt that Kriege’s was more gppropriate
because it surveyed how the individua felt they responded to change (See Appendix F). The author felt
that developing such a profile for the Chesterfied Fire Department would be possible by tabulating the
individua scores, and then compiling those scores to create a profile of the change readiness attitudes of
the organization’ s leedership. This would provide a basdline assessment of the organization’s change
readiness capabilities.

The author contacted Dr. Robert Kriege to obtain permission to use the copyrighted materia

from the book. Dr. Kriegd would not grant permission for use of the copyrighted materid, but instead
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ingsted that the author use the more up-to-date version of the survey that he (Dr. Kriegd) and his
associates use in their consulting practice, Kriegel and Associates.

The author consulted with the Chief of the Chesterfield Fire Department, Steve Elswick, about the
feasbility of purchasing the survey from Kriegel and Associates at a discounted rate. Chief Elswick
approved the purchase of the survey instruments at a cost of $1.50 per survey.

The author digtributed the surveys to 102 members of the Chesterfield Fire Department’s
leadership staff between November 22, 1998 and December 18, 1998. The survey population
conssted of 60 Company Officers (firdt-line supervisors, Lieutenants and Captains, in fire companies),
12 Bataion Staff officers (Senior Captains and Battalion Chiefs) in the Emergency Operations Divison.
The survey dso included al uniformed officers from the rank of Lieutenant through Chief of the
Department in gaff positions (EMS, Fire and Life Safety, Maintenance and Logigtics, Training and
Safety, and Emergency Communications). Besides the uniformed officers, the civilian Divison Heeds of
the Information Services and Emergency Services Division were aso included. The author decided to
use this survey population because of the dramatic change in management philosophy brought on by
Chief Elswick’s appointment as Fire Chief. Since most of the survey population was promoted and had
worked under the adminigtrations of Chiefs Eanes and Dolezd,, the author felt that gaining a change
readiness basdline from this group would be pertinent information for this project. Because of their
positions in the organization, they will be the most likely change agents in the Elswick adminigtration.

A totd of 69 surveys (67.6%) were returned to the author. The author entered the data from

the individua surveys into a computerized spreadsheet (Lotus 1-2-3 for Windows, ver. 5.0) and
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caculated to provide an average departmenta score for each change readiness attribute. The datawas
then used to answer the research questions.

During this research the Chesterfield Fire Department began a Strategic Planning process under
Chief Elswick’sleadership. Asamember of the Department’ s Battaion Staff, the author was a
participant in severa meetings, between August, 1998 and December, 1998, that began the planning
process and communicated the results of that work to other employees of the Department. In that
capacity the author was responsible for severd data collection assgnments, especidly that concerning
the information on potential department retirees, that contributed information useful to this project.

Asthe Adminigrative Officer for “A” Platoon, Emergency Operations Division, the author had
agreat ded of accessto dl personnd on “A” Platoon, both in his capacity of Adminigtrative Officer,
and Acting Battalion Chief when Battdion Staff members were on leave from the Department. This
enabled the author to engage in many informa discussions, both in the individua and group settings, with
members of the platoon regarding their impressions of the Department’ s change readiness. The author
aso was able to collect their thoughts regarding the change in Department management, the changing
management philasophy of the new Fire Chief, and the srategic planning process initiated by the new

Fire Chief.
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Limitations

The primary limitation to the research for this project was the fact that the survey population
works avariety of work schedules. The Company Officers and Battalion Staff members work 56-hour
work weeks (twenty-four hours on duty, forty-eight hours off duty) and the staff members and division
heads work 40-hour work weeks. This presented some difficulty in digtributing the survey and getting
them returned for tabulation.

Severd voice-mail messages were required as follow up to get the surveys returned in sufficient
numbers for the survey to be vdid.

The author was hampered in his research efforts by an inability to obtain training and
development information concerning Department members. The Department’s Training and Safety
Divison was unable to provide data on how many personnd in the Department have taken coursesin
the Officer Development Program, Levd |, or how many personnel have completed the entire
curriculum. Asthis fact became known late in the completion of this project, the author used the
County’s AUDIX Voice-Messaging System to canvas the members of the Department to gain agross
edimate of the number of members who had completed the entire curriculum.

The author was dso unable to obtain information relative as to how many members had
completed Chesterfidd County’s TQI University, or courses within that curriculum. Thisinformation is
not currently being collected within the Department as participation in those courses, for personnel not
pursuing the Officer Development Program curriculum, is voluntary with no reporting requirements.

RESULTS

This study used Higtorical, eva uative and action research methods to answer the following questions:
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1. What are the organizationd characteristics of an organization that is change ready?

2. Wha areindividua characterigtics that make an individua more change ready?

3. How do the current officers of the Chesterfield Fire Department assess their individua change
readiness?

4, What training currently exists in the Chesterfield Fire Department to develop fire officers as
leadersin a change ready environment?

Research Question #1 - What are the organizational characteristics of an organization that is

change ready?

The review of the literature seemsto indicate that change ready organizations are those that are
condantly learning, they are “learning organizations” The employeesat dl levelslearn to interact in
condructive, rather than destructive, ways. They learn from their successes and failures, they learn from
other organizations, and they learn from their cusomers. Through their daily interactions with each other
and their cusomers there develops a high leve of trust within the organization. Thishigh leve of trust
creates an atmosphere where information concerning issues, both good and bad, can be shared for the
benefit of the organization. Good organizations address these issues so that they may improve.

Change ready organizations have an atmosphere that encourages members to take ownership of
the process. Rather than being driven by organizationd rules, the organization is misson driven.
Members do not need volumes of policies and procedures because they know and understand the
philosophy and values that have made the organization successful. The high leve of trugt in a change
ready organization provides the foundation for members to make the right decisions whatever their

dation within the organization.
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Change ready organizations are organizations that communicate well. They have sysemsin
place that promote the sharing for information and ideas, not just opinions. These systems include
persona face-to-face communications and communications systems that use technology such asvoice

mail and dectronic mall.
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Research Question #2 - What are individual characteristics that make an individual more

change ready?

The review of the literature identified many characteristics of an individua that is change reedy
including the following: (a) commitment to a better way, (b) courage to chalenge exigting power bases
and norms, (C) persond initiative to go beyond defined boundaries, (d) motivation of themselves and
others, (e) caring about how people are treated and enabled to perform, and (f) a sense of humor about
themsalves and their Situations. Kriegel and Brandt (1996) provided another set of change readiness
traits that they compiled into a survey ingrument, The Change-Ready Profile (The Change-Ready
Profile © 1996, David Brandt, Ph.D., and Robert Kriegdl, Ph.D.). The authorsidentified the following
traits as being important indicators of how well equipped an individud is to manage change: (a) passion,
(b) resourcefulness, (c) optimism, (d) adventurousness, (€) confidence, and (f) tolerance for ambiguity.

Devedoping sdf-mastery is necessary for the individual employee. The individua cannot
depend on the organization to provide for their entire development. This self-mastery must be a
multifaceted gpproach that uses training and forma education paths, mentoring relationships with
successful individuas insde and outside the organization, and embracing the organization’ s philosophy
and vaues.

Managersin a change ready organization must be able to be both a member of an effective
team, and aleader of effective teams. In their leadership role they are counted on more to be mentors,
or coaches, in the development of their employees rather than taskmasters or supervisors. They must
become skilled a developing awork environment that fosters trust, employee devel opment, and

ownership in the organization’s mission, vaues and philosophy.
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Research Question #3 - How do the current officers of the Chesterfield Fire Department

assess their individual change readiness?

A tota of sixty-nine (67.6%) Change Readiness Surveys were returned to the author. By
totaling the respondent scores the author calculated the average score for each of the change readiness

traits for the respondent population (See Figure 7).

25

22

21 Optimal Range 20
17

20 [F B e e T
15 |

10 |

L ) ) & N
&0 & & & & &
& N N N RS O
° N » NS S N
< & R O N \s
0\)& (\\\) o \é
lee o @
v «rzﬁ\
N
&0

The following figures show the results of further analysis of the data using a computerized Lotus
1-2-3 goreadsheet. These charts show the digtribution of al of the individual scores for each of the
change readiness traits as compared with the optima range of 21-26.

Brandt and Kriegd (1996) describe the trait of passion as a measure of an individud’ s drive
and moativation. Passon isthe fud that maximizes dl the other traits. Forty-one (59.4%) of the

respondents scored in the optima range for this change readiness trait (Figure 8).
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Further description of the passion trait, as well asthe other five change readiness traits can be found in

Passion

Less than 21
31.9%

Greater than 26
8.7%

21-26
59.4%

Appendix F.

Another measure of how effective achange agent isin an organization istheir leve of
resourcefulness. Resourceful individuals make the most out of aStuation by using any available materid
to develop plans and innovative solutions to problems. Thirty-one (44.9%) of the respondents had

scores that place them in the optimal range (Figure 9).
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Optimism is a change readiness trait that measures on€' s attitude toward the future. Optimistic

Optimism

Less than 21
58.0%

Greater than 26
8.7%

21-26
33.3%

individuas see the pogtive in Stuations and people and work to maximize those positives. Twenty-three

Resourcefulness

Less than 21
46.4%

Greater than 26
8.7%

21-26
44.9%

(33.3%) of the respondents scored in the optimal range for optimism (Figure 10).



Adventurousness

Less than 21
72.5%

Greater than 26
5.8%

21-26
21.7%

Adventurousness is a change readiness trait that suggests the degree to which one takes risks
and sees their life and work as an adventure to be enjoyed. Fifteen (21.7%) of the respondents had

scores that placed them in the optimd range (Figure 11).

Confidence

Less than 21
55.1%

Greater than 26
1.4%

21-26
43.5%

The change readiness trait of confidence is ameasurement of one's internalized belief that they
can handle any Stuation that they confront. Thirty (43.5%) of the survey respondents had scores that

fell within the optimal range (Figure 12).
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The last change readiness trait measured using this survey isthat of tolerance for ambiguity.
Brandt and Kriegd (1996) make the point that uncertainty surrounds any change no matter how well an
organization plans for the change.

Sometimes solutions to problems, or successes from the change, do not become evident until
sometime into the change. Tolerance for ambiguity isahelpful change reedinesstrait becauseit is

indicative of an individua who can maintain their effectiveness during change, understands that

Tolerance for Ambiguity

Less than 21
76.8%

21-26
23.2%

achievement of a plan takestime, and is comfortable deding with those issues that they have influence
over. Sixteen (23.2%) of the survey respondents had scores thet fdl into the optima range (Figure
13). The score didribution for thistrait isinteresting in that none of the respondents had a score that

exceeded the optimd range; al scores were either in the optimal range or below it.
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Research Question #4 - What training currently exists in the Chesterfield Fire Department to

develop fire officers as leaders in a change ready environment?

Currently, the Department has an Officer Development Program Leve | to educate those
firefighters who are motivated to become Lieutenants.

The Department provides this training through the Department’ s Training and Safety Divison to
those individuas who want the training. The member pursues that training on their off-duty time, or they
can take annud leave time to attend the classesiif the class fals on aduty day. Completion of the
program can gain the individua up to 7.75 points on the Lieutenant’s promotiona exam. The
Department does not currently require that individuas seeking promotion complete the program, and it
is not aprerequidite for promation.

In 1998, after severd years of development, the Chesterfield Fire Department launched its
Officer Development Program, Leve I1. This program is designed to provide training for the Company
Officer who aspires to the rank of Battalion Chief. The Department finished delivery of a pilot program
to exigting Senior Captains and Battalion Chiefsin 1998 and is set to start full ddivery in 1999. This
traning isvoluntary, asis the Officer Development Program Leve |.  Completion of thetraining isnot a
prerequisite for promotion to Battalion Chief.

Chegterfield County’ s Human Resource Management Department (HRM) provides training that
supports the County’ s Tota Quality Improvement (TQI) Program. TQI University, created in
partnership with John Tyler Community College (atwo-year inditution) provides employeeswith TQI
“tools’ in such areas as process management, statistical process control, systems thinking, and creeting

aqudity cultire. Thereare avariety of levelsto thistraining: entry leve training for al employees,
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supervisory training, and upper leve training for managers and supervisors through the County’ s TQI
Univergty. After the introductory training provided to al new employees, the pursuit of the additiona
coursesin the TQI Universgity curriculum is voluntary, though severd of those courses are part of the
Officer Development Program Leve | and 11 curricula.

DISCUSSION

The review of the literature concerning organizationa change readiness yielded many
organizationa and individua characterigtics that will help make an organization more change reedy.
Those change readiness characterigtics include the following: a strong vision and mission statement, high
levels of trugt throughout the organization, highly developed learning capabilities within the organization,
grong visible leadership, a systems thinking gpproach for problem solving, and communications that
promote information sharing. Onthe individua leve, change readinessis enhanced by having individuas
who are: optimigtic about change, adaptive to new technologies and learning; resourceful, confident in
their ability to handle change, able to tolerate the ambiguity that accompanies change, and passionate
about their work. Managersin a change ready organization are mentors and coaches rather than
bosses, and see themsalves as change agents whose role it is to foster and develop the organization's
vison, misson and grategic gods a ther leve in the organization.

From that review the author has developed aworking definition of organizationa change
readiness. development of people and systems within the organization that promote the idea that change
isthe lifeblood of an organization, not a demon that they must bettle on adaily basis. Thistype of

attitude toward change is an important one for an organization because change is a congtant part of any
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organization. Change is the engine that drives an organization’s need to improve its product and
delivery sysemsif that organization is not only to survive, but thrive.

This gpproach to change management has become increasingly popular in the private sector.
The development of globa markets, expanding technology for manufacturing and information systems,
and the qudity improvement movement have al pushed companies to reengineer the ways that they do
businessif they areto progper. American businessis moving out of theindustrid age and into the
information age and the new management systems discussed in the literature will be the key to
organizationd success. The public sector in this country is dowly coming to the same redization:
information and people will be the keys to future success and management must develop its capabilities
to get the most from both.

Phase I - Analysis Analyze the existing situation and assess what changes need to be made

Task 1.1-Identify organizational conditions and compare to existing mission, standards, values
and norms

Thereview of the literature reveded that successful organizations are experiencing many
leadership paradigm shifts. The primary paradigm shifts are occurring in the role of the chief executive
officer in an organization, the CEO. Today’s successful CEO isavisonary, agorytdler in the
communicetion of their vison, and afacilitator who creates an atimosphere of trust and cooperation
within the organization. By creeting such an aamaosphere, the CEO provides a solid foundation for his or
her people to meet the chalenges of change and to manage those challenges successfully.

Organizationa trugt is not a highly developed characterigtic within Chesterfidld Fire

Department. During the thirty years that he was the Fire Chief, Robert Eanes used a very strong
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autocratic style of leadership that did not foster independent thought or action. Eanes never expressed

what his vison was for the organization.
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Instead, he was aclassic “ drategist” who determined what the organization would do and then
demanded that the firefighters and officers “figure out” what he wanted accomplished and how he
wanted it accomplished. Officers and firefighters dike lived in congtant fear of making decisons that
could have career atering consegquences.

The current Fire Chief, Steve Elswick, has taken command of an officer corps developed
under that management system, one that was drictly “top-down” in nature, and very “command and
control” oriented. Those officers have very little experience working in an organization where the leader
is committed to developing trugt, facilitating persona growth, and building ownership among the
members of the organization.

Anaysisof the average scoresfrom The Change-Ready Profile © completed by those
officers and divison heads shows that in only two of six traits, passion and resourcefulness, was the
departmenta average within the optimal range. A third trait, confidence, was a close third at an average
score of twenty. The average scores can be deceiving when compared with the distribution charts for
each trait. While the average score for the passion trait was 22, only 41 of 69 respondents (59.4%) fell
within the optima range. Thereisafurther disparity for the resourcefulness trait where the average
score was 21, but only 31 respondents (44.9% ) scored within the optima range. Their scoresfor the
confidence trait had only 30 respondents (43.5%) fdling into the optima range.

Such scoresfor the traits of passion, resourcefulness, and confidence are not surprising when
one examines the type of person who becomes afirefighter. It has been the experience of the author
that when asked why they became firefighters most will answer, “1 like helping people” Another very

common responseis, 1 like the variety and chdlenge of thework.” Chegerfidd sfirefighters are very
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much in that same vein. They care about their community and co-workers, and are very adept a using
whatever resources are at hand to develop a plan and overcome obstacles.

Their confidence scoring is probably asign of the lasting effects of the adminigtrations of the
previousfire chiefs. People usudly develop confidence through experience and making decisons. As
they are exposed to more Stuations that require decision making, they become better decision makers,
and in turn become more confident in their abilities. That was not the accepted practice under previous
fire chiefs, particularly the Eanes adminidtration. The Department during that period operated under a
“zero defect” mentality--avoid making decisons and avoid the consequences that were usudly negative.

The average scores for the other three change readiness traits evaluated in the survey,
adventurousness, optimism, and tolerance for ambiguity provide a very distinct contrast to the
aforementioned traits. Only 15 respondents (21.7%) had individua scores in the optima range for the
trait of adventurousness. Theindividud scoresthat fell in the optima range for tolerance of ambiguity
(16, 23.2%) and optimism (23, 33.3%) are equally disconcerting. In the past, employees who took
risks in the performance of their jobs, no matter the outcome, were criticized, disciplined, or humiliated
in public before their peers and subordinates.

Approaching on€' s job as an adventure is hard in that type of organizationd culture, and being
optimigtic is even harder. The tolerance for ambiguity score seems to indicate that what the respondents
need most from the new adminigtration, in order to be effective managers of change, is clear direction
and guidance.

The Department has a strong history of providing quaity emergency and non-emergency

sarvices to the citizens of Chesterfield County. The management philosophy of Eanes was thet there
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was no task too big or too small for the Fire Department to take on, especidly if it would enhance the
gtanding of the Department in the eyes of the Board of Supervisors or the County Administrator. Many
members, however, have developed a perception that the Department has tried to be “ everything to
everybody.”

While those same members fed that the diversity of servicesthat the Department providesis
giving the citizen the mogt for their tax dollar, a Sgnificant backlash effect has taken place because those
same members do not fed that employee compensation has kept pace. The information collected from
the focus groups during the recent strategic planning process brought thisissue clearly into focus. The
predominant critica issue identified during those sessions was that employee compensation is not
commensurate with the job that employees are doing, especialy when compared with comparable sized
fire departments doing the same job.

Employee morde at the end of the Eanes adminigtration had falen to the lowest point in the
author’s career. There were high levels of employee dissatisfaction, disenchantment with the
compensation system, and a strong fedling that the needs and concerns of outside parties, i.e., the
volunteer rescue squads, County government, volunteer firefighters, and even occasiondly the citizens of
the County, were more important than those of Department employees.

The appointment of Chief Dolezal as Fire Chief was accompanied by a hope on the part of the
members of the organization that he would address these concerns through changes that would bring
more “baance’ to the equation. Thiswasnot o, as most of the changes initiated by Dolezal appeared

more cosmetic in nature, and many have characterized his term asthat of a*“ caretaker adminigration,”
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but dropped again when employees did not fed that substantive change was taking place.

Chesterfield Fire Department needs change to grow and remain successful as a public safety
agency. The most needed change is to have a dtrategic direction for the Department and a management
philosophy that is more attune to the need for effective use of people and information to attain that
drategic direction. As Elswick proceeds with hisvison of that type of organization, the change
readiness capabilities of al members, but most importantly those of his subordinate officers, will play a
key role in the success of hisvison.

One key to Chesterfield Fire Department’ s success in developing organizationd trust will be the
leadership from its new Fire Chief. Elswick must have a strong vision of what the organization must
becomeif it isto be successful in the future. Beyond having avison, he must effectively communicate
that vison throughout the organization. Initidly, thiswas avery difficult journey for many members of
the organization to embark upon because Elswick was a trusted subordinate under both Eanes and
Dolezd. Acceptance of his gppointment as Fire Chief was met with a high degree of skepticism by
many members of the Department, especially after the County Administrator had conducted a
nationwide search for Dolezd’ s replacement.

Since his gppointment in May, 1998, Elswick has made great strides in expressing hisvison and
beginning to build the level organizationd trust that the Department will need to face its future chalenges.
To continue that progress, and make his vison aredity the Fire Chief must champion his vison through
every means possible. Successful change leaders such as Lee lacocca of Chryder, Jack Welch of GE,

and Herb Kelleher of Southwest Airlines have been successful in their change efforts because they
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tirdlesdy pushed their vision to employees, shareholders and customers. Who can forget the first
commerciasthat lacocca filmed (the first time a CEO had the role of spokesman in a company’s ad
campaign) where he told the world how Chryder did not make good cars, but that was going to
change? Or how he looked gtraight into the camera at the end of the commercia and chellenged the
American auto consumer, “If you can find a better car, buy it.” Thuswas born the role of CEO asa
communicator of the company’svison.
Task 1.2-Identify potential destabilizing forces

The volunteer rescue squads are another tough congtituency where trust is concerned. For
many years the Fire Department and rescue squads have had an adversarid relationship grounded in
what they squads viewed as the Fire Department attempting to take over delivery of EMSin the
County. Much of that distrust was rooted in a Fire Department philosophy that did not seek to develop
acounty EMS system, but rather sought to position the Fire Department to assume roles and
responsibilities that the volunteer rescue squads could no longer handle. It was only ten years ago,
following the release of the first EM'S consultant study, that a virtua “bloodbath” occurred when that
study recommended the creation of an Assstant Chief’s position in the Fire Department to be
respongble for coordinating EMS in the County.

The amaosphere is much different now, but till very volatile. The recently completed EMS
study, done by David M. Griffith and Assoc., makes many of the same recommendations that were part
of the firs EMS study, including making the Fire Chief the responsible authority for EMS in Chesterfield

County.



75

This recommendation has been better received this time as Elswick has shown amore
cooperative attitude toward the volunteer rescue squads and seeks to develop a county system for
EMSthat includes dl agencies. Elswick will need to show how this new philosophy works by his
interactions with his direct subordinates, the Deputy Chiefs. In turn he will need to make them
accountable for developing the same skills in their subordinates, and on down the chain-of-command.
The continued development of that attitude throughout the officer ranks of the Department will continue
to develop trust between the Fire Department and the leadership of the volunteer rescue squads.

Chegsterfield County has a very good economic climate and currently is one of avery smal
number of county governments nationwide that enjoys a Triple-A Bond rating from the mgor bond
markets. Recently, the County commissioned a study of its pay and compensation plan in responseto a
concern thet its sdaries were not competitive with the private sector and surrounding jurisdictions. This
study did reveal some great disparities and the County has adopted a two-year plan to help make
County sdaries more competitive in the Richmond area job market.

The Fire Department conducted aparale study of the same issue, which it provided to the
County’ s consultant, that revedled an even greater disparity in the sdaries paid to Fire Department
Officers as compared with other Fire Departments of comparable size.

Based on that information, the County Board of Supervisors gpproved a5 percent saary
increase for al Fire Department officers beyond the sdlary increases approved for al County
employees. These sdary increases, however, have created a projected budget deficit of $9 millionin
the County’s FY 1999-2000 Budget that takes effect July 1, 1999. Departments throughout the

County must make budget reductionsin their FY 1999-2000 to ensure that the County’s budget is
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approximately $200,000. The Department has always been fiscally responsible with its budget
management; each year it is one of few County departments that balances its budget. Such budgetary
management will be even more crucid in the next few years.
Task 1.3-Assess the impact of current organizational conditions and potential destabilizing
forces

Elswick has avison for Chesterfield Fire Department: to be a premiere provider of emergency
services for an organization its Sze. Combined with thet is his vision that the confederation of
emergency service agenciesin the County, the volunteer rescue squads and the Fire Department, must
be united into one integrated organization to provide the highest quaity of serviceto the citizens. The
volunteer firefighter component is a necessary component in that system. The County Board of
Supervisors strongly supports that participation of volunteer firefightersin the provison of emergency
sarvices. Presently, that component is very weak. Membership for the eeven volunteer fire companies
(nine combination gtations and two al volunteer sations) has remained rdatively unchanged (See Figure

14).
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However, the average number of volunteer firefighters responding to emergency cals continues to

decline over the past four years for which data was available (See Figure 15).

Additiondly, volunteers till participate in the system primarily by responding from home to aff
their units when dispatched. Some stations have initiated duty crew staffing that places volunteersin
dations saffing their apparatus, but this effort is sporadic at best.

Mogt of the volunteer firefighters are not trained as Emergency Medicd Technicians (EMT). In
a Department where more than 70 percent of the call volume consists of response to emergency

medicd cdls, thistrandaesinto the volunteer firefighters only responding to less than 30 percent of the

cdls.
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linked to its
ability to use systems thinking concepts. The Fire Department currently suffers from an ingbility to
pursue problem solving through a systems thinking gpproach.  Though Chesterfield County’ s Tota

Qudity Improvement (TQI) Program has been in place for gpproximately eight years, the Department
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has been dow to adopt the tools and techniques that are part of that program in their approach to
problem solving. Officers, from the top of the Department to the bottom, do not make adequate use of
anaysistools, such as SIPOC (supplier, inputs, process, outputs, customers) diagrams, flowcharts, or
models such asthe Change Management Model contained in the SMOC course as they work to solve
problems and manage change. Instead, they frequently make decisions to solve problems without using
asystematic approach, going directly to task or policy design that does not forecast the impact on other
parts of the organization.

Elswick has recently started to address this deficiency through training. In September, 1998 all
mid-level managers in the Department participated in atwo-day Systems Thinking class presented by
Dr. J. Van Bowen, aprofessor of Mathematics at the University of Richmond.

In December, 1998 the Department, as part of its tri-annua Fire Company InServicetraining
program, started teaching the County’ s Process Management classto al Company Officers and
firefighters. Thisclass, apart of the County’s TQI University, teaches many tools and techniques used
in quality improvement such as flowcharting, process analys's, and god identification.

Besides the need for training in systems thinking and process management, the Department
needs to address how it can develop into alearning organization. Learning organizetions have highly
developed communication skills and an attitude among its members that learning is a congtant activity.

In the Fire Department, learning has been predominantly technical in nature; most training and
education has been focused at the firefighter/technician level dedling with how to improve service
delivery levd for firefighting, EMS, HazMat, etc. While these efforts have been highly successful, as

characterized by the quality in those service ddliveries, the learning cgpabilities and knowledge base of
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the officer saff isinadequate in areas such as team building, mentoring, facilitation, and many of the
other areas described in the literature.

Company Officers, Lieutenants and Captains, currently receive no forma training before their
promotion. The Department has an Officer Development Program Leve | that it developed to train
firefighters to become Lieutenants and Captains. The program meets the NFPA Officer | and [1
standards contained in NFPA 1021. However, the program is voluntary and completion of the
program is not a prerequisite for promotion, though bonus points toward a promotion exam are
awarded for completion of parts of the curriculum, up to 7.75 points for completion of the entire
program. Asof January, 1999 only 17 career personne (in an organization with more than 350
employees) have completed the entire curriculum.

This number is inadequate for an organization that currently has 70 Lieutenants and Captains,
and is beginning to experienceitsfird length-of-service retirements, many of whom will be at those
ranks. Most of these current officers have risen to their current position through their mastery of
technicd firefighting and EMS skills, and their ability to study for a promation exam thet placesa
premium on on€e' s ahility to recall knowledge of Departmenta policies and procedures.

Since participation in the Program is voluntary, many members who do participate get promoted
to the rank of Lieutenant before completing the curriculum, thus losing any real incentive to continue to
completion. At the time this project was completed, 10 of the 17 members who had completed the
program had aready been promoted to the rank of Lieutenant or above. Four of the remaining seven

members are on the current Lieutenant’s Promation List.
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The current system of providing the training as an incentive for promotion will not produce
enough trained personnel to meet the demand for new officers as older officers sart retiring. The qudity
of new company officers, lieutenants and captains, and their level of change readiness will have the
greatest impact on how successful the Department is in managing the many changes thet it faces over the
next five to ten years. The current Officer Development Program provides a good foundation for the
firefighter who has a desire to become an officer. The Department needs to make completion of the
program a prerequisite for promation.

The Department needs to provide additiona training for officers once they are promoted.
Recently, the fire departments in the Richmond Metro area, including Chesterfield Fire Department,
developed an 80-hour Company Officer Training Program. Thistraining targeted the specific training
that afirefighter needs when they become a Company Officer.

Chesterfield should consder making thistraining arequirement for al firefighters who make the
Lieutenant’s Promotion list.

According to the literature, mentoring programsfor new employees and new managersisa
key organizationa characterigtic for developing change readiness. In today’s dynamic world of work no
training program or degree program can adequately prepare an individud to be successful beyond giving
them the basics of thejob. Successful organizations recognize that a mentoring program can help
provide guidance during the on-the-job training phase of an employee’ snew role. Such a program
ensures structure and consistency in that learning and enables the individua to understand the

organization’s philosophy, vaues, and misson.
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Chegsterfidld Fire Department lacks any type of mentoring system for new officers to support
them once they are promoted. In the current system, the officer’ s Battdion Chief provides the only
forma organizationd support. Many company officers only have meaningful interaction with their
Battaion Chief acouple of times per week at best because of the station workload, the Battaion Chiefs
workload, and the geographic layout of the battalions. The exception to thisruleiswhen thereisa
problem or acrisis. However, this only reinforces the paradigm that one' s boss is only there to solve
problems or administer discipline; it does not foster a mentoring relationship designed to help the
subordinate grow as an officer.

Even when the Battdion Chief does have adequate time, the Battalion Chiefs as a group have
no program to follow, nor do they have very much experience in mentoring methods. The quality of
coaching that a new Lieutenant receives from their Battalion Chief is solely dependent on the individualy
devel oped mentoring skills of that Battalion Chief.

The pursuit of forma training and education was never supported by previous administrations.
This has resulted alack of forma education among those individuas who have risen to middle and
upper management levels of the Department. Of the 15 individuds that currently hold the rank of Fire
Chief, Deputy Chief, or Battalion Chief, only four of the 15 (26%) possess afour-year degree, and
only one possesses an advanced degree. Of that same group, only four (26%) have completed the
Nationd Fire Academy’s Executive Fire Officer Program, despite the fact the Academy isonly 185
milesaway. These are very disconcerting numbers for the management staff of an organization
responsible for approximately 550 employees and volunteers with an annud operating budget of $24

million.
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Though the possession of atwo-year or four-year degree does not ensure competency in the
role of a battalion or deputy chief, it does give an indication of a person’s commitment to learning. This
may be especidly true for those individuals who earn their degree after they have entered the working
world. This commitment to life-long learning will be a necessary attribute for middle and upper managers
in the Department, as well as an attribute to be modeled for junior officers.

The Department needs to take advantage of being so close to the Nationa Fire Academy. The
Academy’s many excdlent resident programs would give junior officers opportunity to interact in a
learning environment with ther peers from other departments and states. The Department should set a
god of having every chief officer would complete the Executive Fire Officer Program. This program
would help theindividua hone their learning skills, develop interaction with their peersin alearning
environment, and add valuable research to the Department’ s body of knowledge through the Applied
Research Projects required by the EFOP.

Tomorrow’s managers will aso need to be both skilled team builders and skilled team
participants. These skills are crucid to a systems thinking organization that will need aworkforce that
can come together in short-term teams to analyze a problem, develop a plan for implementation, and
then be part of making the plan happen. The County’s TQI Program is predicated on such activity to
solve problems systematicaly, improve processes, and gain involvement from those directly involved in
those processes. The Core Competencies and Elective Courses listed in the County’s TQI University
provide a sound foundation in this type of training and would significantly enhance the Department’s

knowledge base.
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Organizations that are change ready have good internal communications sysemsin place. The
information explosion in our society, and the information technology to manage that information, are a
source of change in many organizaions. The Fire Department is severely behind in developing
computer technology within the Department. The County’s Emergency Communications Center (a
consolidated public safety communications center that serves police, fire and EM S agencies within the
County) uses a Computer Aided Digpatch System (CADS) on an IBM mainframe computer. The
County origindly designed this CADS in 1981 with the most recent upgrades to the FirelEMS portions
having been donein 1992. The County has taken steps to ensure that the system will continue to
operate after January 1, 1999 (the Y 2K issue). However, significant changes to the system can only be
done through programming, atask that is the responsibility of the County’s Information Systems
Technology (IST) Department.

IST suffersfrom alack of drategic direction, has a“ mainframe computer” mentaity that does
not embrace the technologica advances in PC based CADS, and has one of the County’ s highest
personnd turnover rates because its salaries are so far behind the private sector.

The lack of the ability to make changesin the Fire EMS portions of CADS hampersthe Fire
Department’ s ability to adjust apparatus response configurations to address changing needs, especidly
in the very dynamic area of EM S response. Since 1988, this has been a very prominent need because
of the declinein volunteer rescue squad capabilities and the Fire Department assuming a greater rolein
the provison of EMS.

Another areawhere the lack of computer technology is hampering the Fire Department is

interna communication. Though the Department operates 16 fire stations within the county, and five
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support divisons, it does not have a seamless computer network that links al of those Sites. The dally
business of the Department is till accomplished using a*“ paper system” that requires that hardcopy
documents move between the various divisons of the Department. Fire Adminigration, and the EMS,
Maintenance and Logidtics, Fireand Life Safety, and Training/Safety divisonsare dl linked as part of
the County’s Loca AreaNetwork (LAN) that links al County departments. However, only five of the
16 fire stations are linked to that system through a Wide Area Network (WAN) that uses standard
telephone lines. Though a plan for completion of the WAN has been developed, its implementation has
not been a priority and progress toward the plan has been dow.

Apart from the computer hardware issue, the Department has no plan to effectively use
computer hardware and systems to replace the current * paper system.” Personnd fill out paper forms
to order supplies, send written correspondence between divisons, and procedures and policies must be
printed and distributed with each change. All of this written communication depends on the Intra-
departmental Mail System: a van from the Maintenance and Logitics Division makes daily pickups and
deliveries a each fire station.

Much of thiswork could be replaced through the use of an Intranet computer system (within the
Department) or through the use of the Internet computer network using a Fire Department Website that
al personned could access.

In the fire dations and divisions that have the technology, personnd have only been given the
most basic ingruction in how to use the hardware and software. Computer illiteracy isthe norm

throughout the Department, especidly within the officer ranks. Mog of the individuds who are
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compuiter literate have attended classes on their own initiative, or have learned through the * school of
hard knocks.”

Personnd are learning to use E-mail system on the network, GroupWise, but thereis no
Department communications plan that delineastes when E-mall is the appropriate media for
communication and when hardcopy communication should be used. Thisisdready leading to
miscommunication and frustration on the part of personne who try to use the newer media, but find out
later that their communication was not received because the receiver does not check their E-mall.

Information management using computer technology within the Department is poor. Individud
divisons and fire gations are using gpplications such as database management, inventory control,
spreadsheets, and word processing, but thereis no consistency of application programs being used, nor
is there linkage between sites that dlows the sharing of information. The review of the literature suggests
that such information sharing is critica to the success of organizations that face change. Information
sharing is akey component of planning and systems thinking. Without consistent, accurate information
such efforts are influenced by the opinions of those individuas with the strongest opinions, not
necessarily the most logicd, driving the issue.

The Department does not have effective information collection systems in place to gather the
types of information that a changing organization needs to be effective. This can most likely be
attributed to the lack of planning, especidly strategic planning, that has existed within the Department for
mogt of itsexigence. Andysis and planning have higtoricaly not been rewarded activities within the

Department under the Eanes adminidration, or that of former Fire Chief Dolezal. The emphasis has
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deve oping effective plans before implementation.

Task 1.4-Determine organizational change requirements

Determine the perspective of change

To become a more change ready organization, the Fire Department has change requirements
that are both trangtiona and transformationa in nature. The current Officer Development Program
Levd | isagood example of aprogram that requires trangtiona change. The program providesthe
necessary skills and knowledge that a firefighter needs in preparation for promotion to Lieutenant or
Captain. The current program is ablend of technica fire officer knowledge, management and
supervison training, and component classes from the County’s TQI University such as Process
Management.

The additions of training in mentoring, team building, and facilitator skills would be sgnificant
enhancements to an otherwise solid program. For example, adding courses from the National Fire
Academy’s Executive Skills Series would make sgnificant improvements to the existing Officer
Development Program for the training of future officers. The department, however, needsto make
completion of the program a prerequisite for promotion rather than a voluntary course of study.

When afirefighter attains a gpot on the Lieutenant’s Promotion List the Department should
provide additiona Company Officer specific training prior to an individua’ s promotion to Lieutenant.
The PAm Beach County (FL) Fire and Rescue Department is one example of a department that
provides such training to their officers before promotion. That department sends dl firefighters who

earn apot on the Lieutenant’s promotion list through an eighty- hour Officer Candidate School that
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gives them the requisite skills to be successful as a Lieutenant (C.H. Howes, persona communication,
August 15, 1998).

Many changes facing the Department, however, are of the transformationd perspective.  Under
Elswick’ s guidance the Department is starting to develop new beliefs and sysems that envison atotaly
new organization, while amultaneoudy retaining those qudities that have served the department well in
the past. The Strategic Planning process has been a good start for the Department. That process has
alowed members throughout the organization to identify the Department’ s strengths, weaknesses,
opportunities, and threats to the organization. It has aso enabled employeesto identify critica issues
that need to be addressed through the planning process.

Determine the Magnitude of Change

The Department is fortunate in that it has the opportunity to be proactive regarding many of the
changes if faces. Though there are issues that require action in the next six to twelve months, such asthe
retirement of members and the resulting loss of officers and their experience, no issues thresten the
existence of the Department. Thiswill alow the Department to made gradud, yet substantive changes.
The Department has a history of change, but in the past it used no systematic approach to managing that
change--it was very reactive.

The inexperience of the membersin managing change through a systematic process makes
gradual change anecessity. Slow, incrementa gains that build upon each success will help the members
of the Department gain confidence in the change management process.

The Department will have the greatest opportunity to meet its future change chalenges through a

program of small, condgstent, and ongoing change. The transformation of the Department into the type
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of organization that Elswick envisonswill not occur overnight. Elswick has teken the reins of alarge
Department that has many divisons, ddivers avariety of servicesto its citizens, and has adiverse
workforce of career and volunteer members. The chdlenge is how to identify what qudities, programs,
and atributes of the past thirty years are worthy of retaining so that they can be blended into the new
organization’s beliefs and systems.

The depth of the changes facing the Department covers the entire spectrum of change. Changes
in the management philosophy will affect every member of the organization. Integration of the volunteer
rescue squads with the Fire Department will affect members throughout dl of those agencies. Changes
to the training and development of fire company officers could have a profound change in company leve
operations. Changing the role of the volunteer firefighter from that of a reactive resource to that of a
proactive resource could have a profound affect on that component of the Department, either ina
positive or negetive way.

Determine the Object of Change

The new management philasophy of the Elswick adminigration is dready affecting individud
task behaviors. In an addressto his company officersin July, 1998, Elswick outlined his expectations
for those officers and asked what their expectations were of him.

His primary expectations for that group included that they take responsibility for managing their
station and personnel, and that they take respongbility for solving their problems a their level. His
message was that they (the Company Officer) have management responsibility for the greatest portion
of Fire Department resources (Emergency Operations Divison personnd, fire stations, apparatus, etc.)

and that he expected them to do the right thing when it came to managing those resources. Thiswasa
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radical departure from the administrations of his predecessors, especidly Eanes, who espoused a top-
down management philosophy that was very dependent on a* command and control” mentality.

Elswick has begun to address the need for a srategic plan for the Department, something it has
never had. Congdering the many change chalenges facing the Department, he feds that the Department
must have such a plan to enable it to maximize its resources, make decisions about future change and
demands on the department, and to be afocd point for the actions of al members. Elswick redizesthat
thiswill not be an easy venture and knows that the Department must give the process the necessary
development and implementation timeif it is to be successful.

Under his adminidtration Elswick is seeking to change the organizationd culture from one of fear
and intimidation to one where each individua can reech their highest potentid. He believes that only by
meaking this cultural change can the Department hope to become the organization that he envisons.
Chesterfidd Fire Department has many desirable ementsin its present organizationa cuture. The
Department has never identified those positive attributes, codified them, and highlighted them so that dl
members can take pride in them. Thisisvery consgtent with information contained in the literature
review concerning successful companies like Generd Electric, Wa-Mart, Sony, Ford, etc.

Those companies did not begin with a clear vison-first their leaders struggled to please customers.
After some success a set of shared values emerged which the leader then codified into an organizationa
vison, misson, and philosophy. Chesterfield Fire Department is at that Stage as an organization.

Chesterfidd' s Fire Chief will need to use every means at his digposal to spread hisvison in the
most powerful way. He has just astough a campaign ahead as did lacocca. The firefighters and

officers of the Fire Department have never had a Fire Chief that communicated a vision of where he
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thought the department needsto go. Theideaof an organizationd vison, amisson statement, and
supporting strategic gods are foreign to them.

Another one of Elswick’sfirgt actions was to conduct Open Forums, on three consecutive days,
to give every employee an opportunity to ask questions about the new administration and to hear those
answersin person. This has worked well and could be expanded upon. Such mestings could be
organized into Stakeholder Meetings and conducted much as are shareholder mestings are by private
sector companies. The Fire Chief could review change progress and achievements made during the
past sx months, provide information about on-going change activities, and have open input from
attendees. By doing that regularly he can develop the trust that many key business leaders have
identified as the key to the success that their organi zations have enjoyed.

One of the key areas that will have the greatest affect on the change readiness of the
organization is the qudity of the Department’ s officers. The Fire Department needs to reconsider its
philosophy concerning officer development and the training provided to officers once they are
promoted.

There needs to be a system designed to train potentid officers both in the Department’ s new
management philosophy and new manageria techniques such as mentoring and facilitating of teams prior
to their promotion.

Such training, and increased educationd requirements for dl officerswill help foster the new
organizationa philosophy that learning is something that is expected throughout one's career in the
Depatment. The literature review reveded that this will be an important concept for an organization

that wants to increase its change readiness by becoming alearning organization.
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The Department needs to address the need for information management and communicetions
sysems within the organization. The literature review emphasized the need for organizationsto
communicate well if they hoped to manage change well. Chesterfield Fire Department is very deficient
in computer technology, training on the technology that it does have, and developing systems to effective
communicate information, especidly to its officers.

The Department is beginning to address information technology issues, abat very dowly. This
source of change by itsef would present aformidable chalenge to any organization as systems are
developed, personnd receive training, and officers get comfortable with new communications
methodologies. When coupled with the training issues, changes brought on by the new Fire Chief's
management philosophy, and the integration of the emergency services within the County, the ability to
enhance change readiness of the Department’ s officers will have amgor impact on the success of those
changes.

RECOMMENDATIONS

The recommendations from this study are as follows:

1 The Department should take full advantage of the quaity improvement training contained in
Chegterfidld County’s TQI University. All officers should complete the core competency
courses. All officers above the rank of Captain should complete the courses contained in the
TQI Electives.

2. The Department should make completion of the Officer Development Program Leve |
curriculum a prerequisite for promation to the rank of Lieutenant. The Department should

provide additional Company Officer specific training to dl firefighters who earn aposition on the
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Lieutenant’s Promotion List. That training should include course materia dedling with
mentoring, facilitating of teams, the importance of the Company Officer in communicating
organizationd information to members of their team, and their role in organizationa change
readiness.

The Department should make completion of the Officer Development Program Levd 11
curriculum a prerequisite for promotion to the rank of Captain. The Department should provide
additiond training specific to the roles and responsibilities of Captain to dl Lieutenants who earn
apogtion on the Captain’s Promotion List.

The Department should continue to present systems thinking training to the senior officersin the
organization. The emphasis on the training should move beyond the theoretica and begin to use
training sessons as aforum to address redl problems and issues in the Department.

The Department should develop leadership training partnerships with other fire departments,
public sector organizations, and private sector organizations to learn how other leaders and
managers are using people and information more effectively.

The Department should aso develop a program of study for the ranks of Captain and above the
makes greater use of the programs presented at the Nationa Fire Academy.

The Department should emphasize the importance of forma education for senior managersin
the organization. The Department should adopt a phase-in program that would require an
Associates Degree for promotion to the rank of Battalion Chief and Bachelor’s Degree for

promotion to the rank of Deputy Chief or Fire Chief.
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The Department should develop mentoring programs for newly promoted officers at dl ranks of
the Department.

The Department should complete the Wide Area Network (WAN) linking dl fire stations and
divisons of the Fire Department. The present Wide Area Network (WAN) should be
expanded to include dl rescue squad Sations aswell. Thiswould facilitate communicetion to
those career firefighters assigned to those stations Monday through Friday, 6:00 am. to 6:00
p.m. 1t would aso help facilitate communication that will be criticd to the integration of the Fire
Department and Volunteer Rescue Squads.

The Department should develop a gtrategic plan for information management in the organi zation.
Such a plan should include what gpplication programs the department will use, how the
programswill be used, and adequate training for adl personnel who will use the programs.

The Department should develop a plan for making the trangition to the use of eectronic media
as the primary method for conducting its daily business.

The Department should develop a communications plan that delineates the gppropriate
methodologies, i.e., voice-mall, E-mail, hardcopy correspondence, for communicating
information within the organization. 1t should also explore the use of Intranet technologies and

the Internet to create Departmenta Websites within the Department to enhance the timeliness of

communication.

The Department should organize the semi-annua Open Forums into semi-annual Stakeholder
Mestings. Such a meeting would have a published agenda that would include items such asthe

fallowing: the Fire Chief’ s report on accomplishments of the organization during the last Six
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months, a report of ongoing activities or projects, areview of the financia report for the
Department, and an open question and answer sesson. Such ameseting would be a useful tool
for improving communication to keep dl members of the organization informed about changein
the Department.

The Department should produce aweekly report from the Fire Chief to be broadcast on the
County’s Public Safety Televison (PSTV). This program could have a very positive impact on
the communication of change as the Department continues the strategic planning process. It
would dso give the Fire Chief the ability potentialy to reach every member of the Department

regularly, thus building rapport and organizationd trust through communication.
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Appendix A - Letter from Fire Chief SA. Elswick to Volunteer Firefighters of Chesterfield County

MEMORANDUM TO: All Volunteer Fire Department Members

FROM: Chief Steve Elswick
DATE: December 4, 1998
SUBJECT: INTEGRATED SYSTEM

Chesterfied Fire Department has been very successful at providing high quality emergency servicesto
the citizens of Chesterfidd County. We have been able to do this with a combination system using both
career and volunteer personnel. We appreciate the years of service from our volunteer members. You
have contributed alot to our success. If we are to meet the challenges of the future and continue to be
successful, we must make changes and grow with the system. Asavolunteer in today’ s Fire
Depatment, | fed that it is vitdly important that you know what my vison isfor this organization, what
changes | fed are necessary, and what those changes mean to you.

Our entire organization and the way that we conduct businessis changing. Since my gppointment as
Fire Chief, | have sated that one of my visons for this organization is that it becomes one consolidated
and integrated system.

One of the dtrategic gods from our recently completed strategic planning process is the integration of the
career and volunteer systemsinto one seamless organization. We will have one systlem with a common
philosophy, organizationa vaues, and standards for dl personndl, career and volunteer dike. Our
system will have one set of training standards, one set of behaviord expectations, and one et of policies
for dl personnd.

As our organization changes, we must have skilled people throughout the system. At the April 1998
Didtrict Chiefs meeting, the Didtrict Chiefs made a commitment to the Board of Supervisors thet there
would be one set of standards for career and volunteer personndl. They aso made acommitment that
they would work to ingtitute regular “on-duty” staffing of fire units by volunteer personnd. | believe that
the volunteer personnd must become more “ proactive’ in the system, rather than “reactive’, for you to
remain aviable entity in our organization. The expectation is not to provide volunteer duty crews 24
hours aday 7 days aweek, but to determine your capabilities and commit to that level of service.

Regularly scheduled volunteer crews integrated into the daily staffing resources of the department, must
become a reality for usto meet the emergency service needs of agrowing population. We cannot
continue to rely on volunteer response to calls from home as a primary resource in our organization.
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The recently completed EM S Study advocated greeter involvement from the volunteer firefightersas a
necessary element to improve EM S ddlivery in the county. Volunteer duty crews, both daytime and
nighttime, will alow us to make better use of the volunteersin the system.

To make duty crews aredlity, however, we must have quaified people for those positions. Qudlity is
more important than quantity in my vison for this organization. We musgt attract, train, and retain good
volunteers for this system to be effective.

Duty crewswill provide volunteers with more opportunities to serve the community. They will dso gain
much needed training and experience. By fully integrating our system, | believe that we will meet two
needs of the individua volunteer firefighter. Whether your primary motivation for volunteering is service
to the community, or to pursue afire service career with Chesterfield County, integration will provide
you more opportunity to redize your god. While being avolunteer in the sysem will not guarantee a
career position in the department, the enhanced training and experience, demongtrated job performance,
and your support and ownership of the system, will certainly enhance a volunteer’ s job gpplication.

Beyond your role as an emergency responder, you will need to participate more in developing this new
organization. Volunteer participation in the strategic planning process was just the beginning. Aswe
work to develop the road map to reach our strategic godls, al of our personnel will need to serve on
Employee Involvement Groups (EIG), Process Action Teams (PAT), and focus groups. We will make
every effort to ensure that such groups schedule meetings that provide volunteers opportunities to get
involved. | encourage you to atend the Fire Department open forums at the Public Safety Training
Center as part of your involvement in the future of the department.

My ultimate vison for emergency services in Chesterfidd County isto have afully integrated fire and
EMS System. This will involve the consolidation and integration of the present Fire Department and
Volunteer Rescue Squads into one organization. Volunteer firefighters must become cross-trained as
firefighters and EM S providers for this to become aredity. Does this mean that volunteer rescue squad
members must become firefighter certified? | do not believe so. Currently, approximately 70 percent of
our cdlsfor service involve providing EMS service. | believe that it will be more cogt effectiveto train
our volunteer firefighters who are currently trained to respond to 30 percent of our cdls (fire), assEMS
providers, than it will be to train volunteer rescue squad personnd asfirefighters.

1999 will be an exciting year for this organization. We redize that it is going to take time to plan and
develop the integrated system. The department has ateam of career and volunteer personnel working
on the duty crew concept. The team members are: Senior Battalion Chief Wayne Tunddl, Didtrict
Chief Jm Reid - Company 1, Didrict Chief Brian Barfidd - Company 4, Firefighter Ed Myers -
Company 4, Senior Captain Robert Avsec - Emergency Operations, Lieutenant Chris Susser -
Company 6, and Firefighter Bruce McFadden - Company 11. We will keep you informed through the
Didtrict Chiefs and other avenues on the progress of the team. Please let us know if you have comments
or issues.
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Thank you for being a volunteer firefighter in this organization. 'Y our commitment as a volunteer is one
that | do not take lightly. The Board of Supervisors, the County Administrator, and | are committed to
a combination emergency services system in Chesterfield County.

| believe that by making the changes | have outlined above, we will create a better system that provides
yOou more opportunity to serve our citizens.

| will close by sharing this very gppropriate quote. “Maost organizations don’t change until they have to.
They wait until things are going poorly and then desperately try to find aquick fix, changing strategies,
products, services--anything to try to catch up. The problem is that you don’t think clearly with agun a
your head. The poor decision making, lack of innovation, and low morae characteristic of organizations
playing catch-up create avicious cycle that keegps them sgnificantly behind.”



101

Appendix B- Determining Organizationa Readiness for Web-Based Learning

1.Human Readiness
Are your users comfortable with computers?
Are your users experienced with e-mail?
Are your users experienced with browsers, hypertext, and
search functions?
Are your users ready and eager to learn?
Is continuing education and training vaued?
2. Technology Readiness
Do you have networked computers available for users?
Do you have an Internet connection?
Do you have a functioning intranet/extranet with enough file space for courseware?
Do you have server-side technical support staff?
Do you have desktop-side technica support staff?
Do you have browsersingtdled on the target computers?
Do you have CD-ROM, sound and video cards, and multimedia plug-insingaled on the target
computers, when appropriate?
Do you have a courseware adminigtration system ingtaled or planned to handle registration and
tracking?
Do you have a database to handle testing and file storage?
Do you have a development platform (hardware and software) in place if you are going to
cregte and test your own courseware?
Is atelephone help desk established if necessary?
Is remote access and security assgnment planned if necessary?
3. Financial Readiness
Do you have long-term budgets for upgrading computers, servers, and browser software?
Do you have budgets for purchase of courseware or hiring of contract custom devel opers?
Do you have funding support for re-training staff to develop necessary technica and design
skills to devel op and/orsupport courseware?
Has the ownership of budgets and responsibility for hardware and software purchase, upgrades,
and technica support related to training been determined?
Do al the affected parties agree on the budget alocations?
4. Political Readiness
Do you have support of senior management? Who isthe
sponsor?
Do you have support of supervisors and managers?
Do you have support of the training department (if you are not it)?
Do you have the support of employees?
If you do not have support, do you have a plan to build support?
Have you determined who has ownership of the courseware once it is operationa ?
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Who determines when and how courseware will be updated?

Who has ownership of programming support, help desk support,

database support for courseware?

Is there acommitment from Information Services to support

courseware?

|s the organization ready to accept online learning?

Is the organization excited about online knowledge sharing and knowledge transfer?

s Readiness

Can your staff develop courseware - ingructiona design,

multimedia, HTML markup, programming, computer graphics,

database design and management?

Do you have telephone help-desk gtaff trained and ready?

Do you have on-gite desktop technical support staff ready?

Can your gtaff evduate off-the shdf coursaware?

Can your gaff lead dpha and beta testing?

Can your gaff use statistical methods to analyze and report

on detailed data from courseware use and testing?

|s the organization ready to conduct on-the-job observation of performance following training?
Can your staff lead train-the-trainer sessions on coursaeware use for supervisors and beta
testers?

Can your staff moderate online discussion forums?

Do you have are-training plan or a plan for developing the necessary skill mix for courseware
development and use?
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Appendix C - Chesterfidd County TQI University Curriculum
Course Descriptions

Core Competencies

Course #101 - Introduction to Totd Qudity Improvement

Thisworkshop provides employees with an overview of Tota Qudity Improvement (TQI) with specia
atention to organizationd awareness and changing the work culture. Participants will understand their
role in a continuous improvement environment and be introduced to the Roadmap for Continuous
Improvement and the Chesterfield County Strategic Plan. Thisisa prerequiste for dl TQI University
COUrSEsS.

Course #102 - Process Management

Participants will be introduced to process management and begin to understand the interrelationships
between the various tasks that we perform and ultimately how the customer is affected by what we do.
A variety of flowcharts will be introduced and practiced.

Course #103 - Road Map for Continuous Improvement

This workshop will provide an overview of the phases and steps to be followed in our process
improvement modd. Specid emphasis will be placed on writing effective problem statements and
charters. Other topic include: tips for effective presentations, development of implementation plans and
team documentetion.

Course #104 - Data Collection

This workshop provides an understanding of customer requirements and performance measures.
Participants will be introduced to the Customer- Supplier Matrix and Cause and Effect Diagram prior to
discussng and reviewing awell-thought-out data collection plan. Types of measures include workload,
efficiency, effectiveness, productivity and outcome.

Course #105 - Statistical Process Control Workshop

This workshop provides employees with the technicd skills to construct and interpret the most
commonly used TQI charts: run charts, control charts, hisograms, check sheets and Pareto charts.
Appropriate responses to system variation will be discussed.

Course #106 - Customer Service

This workshop will help employees identify who their customers are and how to mest their needs.
Participantsin the class will be introduced to the “ customer/supplier chain” and how an employee's
actions can directly impact a cusomer’simpression of Chesterfieddd County. Participants will learn and
practice techniques to assist customersin identifying their needs and solving problems.
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Course #107 - Group Dynamics

Thisworkshop will introduce participants to the language of group process, stages of group
development, and task and maintenance functions. Time will be spent observing the group process and
determining when and where to intervene when problems arise.

Course #108 - Effective Meeting Management

Thisworkshop provides participants with guiddines for conducting effective mestings. It includes
techniques for effectively starting, conducting, and closing ameeting. Team roles, including leader,
scribe, time keeper, note taker, and advisor will be defined.

Course #109 - Just Do It-Advisor Practicum

Thisfind TQI core competency workshop provides an opportunity for practica gpplication of
Chegterfield County’ s problem-solving modd. Participants will work in teams to identify and andyze a
problem, make recommendations, develop afind presentation and implement aplan.

TOI Electives

Course #201 - Internal Services-Beauty is Only Skin Deegp

Providing wonderful servicesto our externd customers relies upon the beauty of the design of our
interna processes. Thisworkshop will examine customer/supplier relationships as we work to bresk
down barriers between divisons and departments. Examining the needs of our interna customers will
alow for better interna working relationship, more efficient processes, and ultimately resulting in
providing “seamless’ services for our externa customers.

Course #202 - The Bridge Over Troubled Waters-- Exceptiond “People’ Skills

As providers of government services, we are often chalenged with providing assstance to individud at
some of the mogt difficult timesin their lives. Maintaining a respectful rdaionship with dl of our
customersisour god. Thisworkshop will provide participants with the opportunity to explore and
practice skills that will bridge the gap between our customer’ s frustrations and our provision of the best
possible service.

Course #301- Surveys, Interviews and Focus Groups

Thisworkshop will provide participants with techniques useful in gathering quditative data. Quditative
datarefersto acustomer’ s perceptions or experiences in areas such as courtesy, accessability,
communication, credibility, responsiveness, and understanding. Participants will learn the basics of
developing and conducting questionnaires, surveys, interviews, and focus groups.
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Course #302 - Benchmarking

Benchmarking is the search for and implementation of best practices to raise the performance of an
organization’s product, services, and processes. Participants will learn what can be benchmarked, and
the differences between four types of benchmarking. A 10-step benchmarking model will be use.
Helpful “How to” tips and templates will be provided to assst participant in identifying benchmarking
partners, and conducting benchmarking studies.

Course #303 - Creeting a Qudity Culture

This course, designed for supervisors and managers, focuses on the new managerid skills required to
cregte aquaity environment where employees are valued and empowered. Participants will discover
the dements of a TQI environment and determine what actions they can take to creste an environment
that fosters creetivity and problem solving. An overview of the seven “ criteriafor excelence’ of the
Macom Bddridge Nationd Quality Award will be presented.
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Appendix D - Chesterfied Fire Department Officer Development Program Leve |

COURSE REQUIREMENTS

2-1 Generd

Required Classes -2

1. CFD - Orientation and Duties of Fire Officers (and)

2. VDFP- Instructor | Course (or)
NFA -Ingructor Techniquesfor Company Officer* (R-113)
Community College - Method of Fire Service Ingtruction (FIR-135)*

COURSE REQUIREMENTS

2-2 Safety Practices
Required Classes- 1
1 NFA - Frefighter Safety and Survivd: Company Officers Respongbility

COURSE REQUIREMENTS

2-3 Leadership and Management
Required Classes - 3
1 NFA - Fire Service Supervison:
“Increasing Team Effectiveness’ (or)
Community College - Principles of Supervison (Bus-111) (or)
Community College - Emergency Services Supervison (FIR-237) (and)
2. HRM - Workforce Diversty

3. CFD - Leadership Course - 4 modules

COURSE REQUIREMENTS

2-4 Emergency Sarvices Ddlivery
Required Classes - (Career 1, 2, 3, 4) (Volunteer 1, 2, 3, 4, 1*, 2*)
1 CFD - Strategy and Tactics (or)
Community College - Fire Suppression Operations/Tactics and Strategy Course (FIR-105) (or)
Community College - Fire Suppression Methods and Operations (FIR-106) (and)
(or)
NFA - Managing Company Tacticd Operations: A) Decison making Module
B) Tactics Module
C) Preparation Module




D) Initid Company Tacticd
Operations Module
2. CFD - Incident Command System | (and)
3. CFD - EMS Supervison (and)
4 CFD - Mass Casudty Plan
* Spedific Volunteer Officer Requirement
Required Class -2
*1. CFD - Incident Command System Il (and)
*2.  CFD - Incident Command System 111
(These are avallable through Officer Development Levd |l deivery)

COURSE REQUIREMENTS

2-5 Fire Arson Invedtigation

Required Classes - 1

1 CFD - Fire Arson Investigation Course (or)
NFA - Fire/Arson Investigation Course (R-205)(or)
Community College - Investigative Procedures (FIR-230)

COURSE REQUIREMENTS

2-6 Building Condruction
Required classes - 2
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1 NFA - Building Condruction for Fire Suppression Forces. “Principles of Wood and Ordinary

Congtruction” (and)

2. NFA - Building Congtruction for Fire Suppression Forces. “Principles of Non-Combustive and

Fire Resstive Congtruction” (or)
Community College - Building Congtruction for the Fire Service (FIR-220)

COURSE REQUIREMENTS

2-7 Fire Protection System
Required Classes - 1

1 CFD - Fire Protection Systems Course (or)

2. Community College - Fire Protection Systems Course (FIR-215)

COURSE REQUIREMENTS
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2-8 Fire Prevention, Hazards, Causes, Codes and Ordinances
Required Classes - 1

1 CFD - Fire Inspection Practices Course (or)
NFA - Fire Prevention Specidist | (R-221)(or)
Community College - Fundamentds of Fire Prevention (FIR-115) (or)
VDFP - Fire Prevention, Hazards and Causes, Codes and Ordinances, VDFP Officer |

COURSE REQUIREMENTS

2-9 Report Writing and Electronic Information
Required Classes- 3

1 CFD - Technicd Writing: Reports (or)
Community College - Technicd Writing (ENG-115) (or)
Community College - English Composition (ENG-101) (and)
2. CFD - Introduction to the Budget (and)
3. CFD - Introduction to Computer Concepts

COURSE REQUIREMENTS

2-10 Community Awareness and Public Relaions
Required Classes- 1
1 CFD - Community Programs

COURSE REQUIREMENTS

*2-11 Human Resource Management (This section is pecific career officer requirements)
Required Classes- 6

*1.  CFD - Basc TDF Traning (and)

*2. HRM - Performance Development Program for Supervisors (and)
*3. HRM - Sexua Harassment Training: (Supervisory) (and)

*4, HRM - Bascsin Communication (and)

*5, HRM - Nuts and Bolts of Supervison (Parts| and I1)

COURSE REQUIREMENTS

*2-12 Totd Qudity Initigive (This section is specific career officer requirements)
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Required Classes - 2

*1.  TQI - Introduction to Total Qudity Improvement (and)
*2.  TQI - Process Management
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COURSE REQUIREMENTS

*2-13 Chief Officer (This section is gpecific volunteer officer requirements)
Required Classes- 1
*1. Responsihilities of Didrict Chiefs

CHESTERFIELD FIRE DEPARTMENT
OFFICER DEVELOPMENT PROGRAM LEVEL I
PROMOTION PROCEDURE INTERFACE

Successful completion of the requirements for each objective will yied the following points. These
points are to be gpplied to the fina promotion score.

Program Section Promotional Points
2-1  Generd Orientation of Fire Officers

and Instructor | .50
2-2  SdAfety Practices .50
2-3  Leadership 75
2-4  Emergency Services Ddlivery 1.25
2-5  FHrelnvedigation 50
2-6  Building Condruction .50
2-7  FreProtection Systems 50
2-8  FirePrevention .50
2-9  Report Writing 50
2-10 Community Awareness 25
2-11  Human Resource Management 50
2-12 TQI _.50
PROGRAM SECTION POINTS 6.75

POINTS AWARDED FOR COMPLETED
CHESTERFIELD FIRE DEPARTMENT
ODP LEVEL 1 1.00

TOTAL POINTS AVAILABLE FROM ODP 1 7.75
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Appendix E - Officer Development Program Levd |1

COURSE REQUIREMENTS

Objective 2-1: Generd
Required classes- 1

1. Department of Fire Programs. Ingtructor 111 (or)
Nationa Fire Academy: Fire Service Ingtructional Methodology (R-113) (or)
Community College: Methods of Ingtruction (FIR-135)

COURSE REQUIREMENTS

Objective 2-2. Government Structure and Budget
Required classes- 2

1. Chegterfidd Fire Department. Administration and Ethics (and)
2. Chesterfidld Fire Department: Organization and Budget (or)

Nationd Fire Academy: Fire Service Financid Management (R-333) (or)
Community College: Fire Service Adminigration (FIR-125)

COURSE REQUIREMENTS

Objective 2-3: Communications
Required classes - 4

1. Chesterfield Fire Department: Graphic Presentations; Principles and Practices (and)
2. Chesterfiedld Fire Department: Communications Skills (and)

3. Chegterfield County Human Resource Management: Public Spesking (or)
Community College: Ord Communication (SPD-105) (and)

4, Chesterfidd Fire Department: Writing in the Workplace (or)
Community College: College Composition (Eng. 112) (or)
Nationd Fire Academy: Fire Service Communication (R-107)
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COURSE REQUIREMENTS

Objective 2-4. Electronic Information Management
Required classes- 1

1 Chegterfield Fire Department: Advanced Computer Processes (or)
Community College: Computer Applicationsin Protective Services Adminigration (C1S-147)

COURSE REQUIREMENTS

Objective 2-5: Human Resources Management
Required classes - 2

1. Chesterfidd Fire Department: Advanced TDF Training (and)

2. Chesterfidd County Human Resources: Creating a Qudlity Culture (or)
Community College: Human Resource Management (BUS-205) (or)
Nationd Fire Academy: Interpersond Dynamicsin Fire Service Organizations (R-332) (or)
Community College: Sociology 11 (SOG-202)

COURSE REQUIREMENTS

Objective 2-6: Community Awareness and Public Relations
Required classes -1

1. Chesterfidd Fire Department: Media Marketing and Community Programs

COURSE REQUIREMENTS

Objective 2-7: Inspection, Investigation and Public Education
Required classes - 3:

1. Chegterfield Fire Department: Understanding the Impact of Arson (or)
Nationa Fire Academy: Management for Arson Prevention and Control (R207) (or)
Community College: Investigation Procedures (FIR 230) (and)

2. Chesterfidld Fire Department: Automatic Fire Protection Systems (or)
Nationd Fire Academy: Fire Prevention Specidist |1 (R-222 (or)
Community College: Indugtrid Fire Protection (FIR 117) (and)

3. Chesterfidd Fire Department: Managing the Fire Prevention and Building Codes
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COURSE REQUIREMENTS

Objective 2-8: Emergency Services Ddivery
Required classes - 4

1 Chesterfield Fire Department: Incident Command System 11 & 111 (or)
Community College: Fire Emergency Management (FIR-235) (or)
Nationd Fire Academy: Command and Control of Fire Department Operations at Multi-darm
Incidents (R-304) (and)

2. Chesterfidld Fire Department: Emergency Services, Emergency Operations Plan, Emergency
Operations Center, Haz-Mat Emergency Plan (or)
Nationd Fire Academy: Command and Control of Fire Department Operations at Naturd and
Man-Made Disasters (R-308) (and)

3. Chesterfield Fire Department: Advanced Strategy and Tactics (or)
Nationd Fire Academy: Command and Control of Fire Department Operations at Target
Hazards (R-314)

4, Chesterfidd Fire Department: Management of the Emergency Medicd Service (or)
Nationa Fire Academy: Management of Emergency Medica Services (R-150)

COURSE REQUIREMENTS

Objective 2-9: Safety
Required classes - 2

1 Chesterfidd Fire Department: Incident Scene Safety Officer (or)
Nationd Fire Academy: Incident Safety Officer (ISO-F719) (and)

2. Chesterfidd Fire Department: Safety Management

COURSE REQUIREMENTS

Objective 2-10: Leadership and Management
Required classes - 2

1 Chegterfidd Fire Department: Concepts of Leadership (and)

2. Chesterfidd County Human Resources. Roadmap to Continuous Improvement
Community College: Principles of Management (BUS 150) (or)
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Nationa Fire Academy: Organizationd Theory in Practice (R331)

COURSE REQUIREMENTS

Objective 2-11: Fanning
Required classes -1

1 Chesterfield Fire Department: Departmental Practicum; Development of a Theory or a Practical
Application, for use by the Fire Department, in one of the participating divisons. (or)
Community College: Urban Fire Risk Anayss (FIR-245)

COURSE REQUIREMENTS

Objective 2-12: Totd Qudity Initiative
Required classes -3

1. Chegterfield County Human Resources: TQI - Process Management (and)
2. Chegterfield County Human Resources: TQI - Data Collection

3. Chegterfieddd County Human Resources. Group Dynamics



CHESTERFIELD FIRE DEPARTMENT

OFFICER DEVELOPMENT PROGRAM LEVEL II

Successful completion of the requirements for each objective will yied the following points. These

PROMOTION PROCEDURE INTERFACE

points are to be applied to the find promoation score.

Program Section
2-1  Ingtructor 1

Promotional Points

2-2  Government Structure and Budget

2-3 Communications

2-4  Electronic Information Management

2-5  Human Resource Management 50
2-6  Community Awareness and Public Relations

2-7  Ingpection, Investigation, and Public Education .50
2-8  Emergency Services Ddlivery

2-9  Soety

2-10 Leadership and Management

2-11 PFaming

2-12 Totd Qudity Inititive .50
PROGRAM SECTION POINTS

POINTS AWARDED FOR COMPLETED CHESTERFIELD
FIRE DEPARTMENT OFFICER DEVELOPMENT

PROGRAM LEVEL II

EDUCATION POINTS AWARDED FOR A FOUR YEAR
DEGREE OR HIGHER IN PUBLIC ADMINISTRATION,
BUSINESS ADMINISTRATION, OR FIRE SCIENCE

TOTAL POINTS AVAILABLE

.50
.50
75
.50

.25
1.25
.50

.50
.50

6.75

1.00

3.25

11.00
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Appendix F - The Change-Ready Profile ©

© 1996, David Brandt, Ph.D., and Robert Kriegel, Ph.D., Kriegel and Associates, 416
Broad Street, Nevada City, CA 95959, (530) 478-1700



THE

CHANGE-READY
PROFILE®

A Tool for Understanding Your Response to Change

Copyright 1996 by David Brandt Ph.D. and Robert Kriegel Ph.D.

Kriegel 2, Inc. 416 Broad Street, Nevada City, California 95959
(530) 478-1700




h -Readiness Profil
Instructions: The Change-Ready Profile is designed to help you become more aware of how
you respond to change. There are no right or wrong answers. Check the box next to each of the
30 sentences below that most accurately reflects how much the statement describes you at
work. The more honest you are in your responses, the more information you will receive from

the test. 1=Not Like Me 6 = Exactly Like Me
Statements 1723141516

I often get so involved, I lose track of time.

3t

When I get stuck, I’m inclined to improvise solutions.

I believe in not getting your hopes too high.

I prefer the familiar to the unknown.

I rarely second guess myself.

I get impatient when there are no clear answers.

I pursue my dreams with zeal.

When people need solutions to problems, they call on me.

S Rl Bl I Bl Fa R I B

If something can go wrong, it usually does.

._.
e

I prefer work that is within my comfort zone.

[
[

. I'focus on my strengths, not my weaknesses.

—
[\

. I get frustrated when I can’t get a grip on something.

[
W

. I’m a spirited and enthusiastic person.

ek
e

. My strength is to find ways around obstacles.

[y
W

. My tendency is to focus on what can go wrong.

Y
=)}

. It pays to stick with the tried and true.
. My faith in my abilities is unshakable.

—
~

P
oo

. T'can’t stand to leave things unfinished.
Whatever I do I give 120%.

I'look in out of the way places to find solutions.

p—
e

)
e

N
[V

. Things rarely work out the way you want them to.

[\
[\

. I'don’t take risks if I can sidestep them.

N
w

. I'tend to focus on my achievements and successes.

[\
IS

. I don’t perform well when expectations and goals are vague.

[\
n

. I’m usually excited about what I do.
I’'m more likely to come up with a unique solution than a
conventional one.

2
a

27. When things are going well, I don’t expect them to last.

28. Itend to avoid activities I haven’t done before.

29. Idon’t dwell on my shortcomings and limitations.

30. I’m not comfortable with uncertain deadlines.




TOLERANCE FOR AMBIGUITY

The one certainty surrounding change is that it spawns uncertainty. No matter
how carefully you plan it, there is always ambiguity. Sometimes solutions don't
appear until well into the process. Sometimes the big picture is clear but the
details are shrouded in fog. A constantly changing environment is like a camera
lens moving in and out of focus.

Below 21:

NSNS NS SNNSNS

21-
v/

NN NSNS NS

Score reflects a low to moderate level of tolerance for ambiguity

Impatient with vagueness and uncertainty

Want to know where you’re going before you set out

May be able to allow some ambiguity in your work, but only for short periods in
circumscribed situations

Usually push for control when things get too vague

At work, you may withdraw from chaotic situations that you experience as confusing
and uncomfortable

May push for solutions prematurely or take actions before you delineate goals

Tend to be results-oriented and may not pay enough attention to the process that gets you
where you want to go

Sometimes exaggerate the degree of control you need to produce a positive outcome

26:

Score indicates an optimal level of tolerance for ambiguity

Able to think clearly and perform at peak levels when events are uncertain or vague
Maintain your cool in the midst of chaos and are able to reconcile conflicting points of
view and contradictory information with relative ease

Ability to live in the eye of the storm comes from a deep reservoir of patience and the
ability to discern what is in your control

Don’t waste effort or time struggling to manage what is outside your influence

During organizational change your ability to maintain perspective allows you to be a
stabilizing force

Particularly helpful in the planning stages when divergent ideas are being reconciled
Understand that chaos can lead to creativity and you may intentionally shake things up
as a way to fuel innovation

26+:

NSNS KNNN

You thrive in chaos but often find yourself unable to take action

Let situations float too long before moving toward closure

Tend to over-think and over-talk ideas and leave too many things hanging

May be poorly organized and ineffective at prioritizing

Inclined to have difficulty following procedures and get bored easily with stable work

environments
May be impractical or overly abstract and give too little importance to the bottom line



Change-Readiness Profile

Instructions: The Change-Ready Profile is designed to help you become more aware of how
you respond to change. There are no right or wrong answers. Check the box next to each of the
30 sentences below that most accurately reflects how much the statement describes you at
work. The more honest you are in your responses, the more information you will receive from
the test. 1 = Not Like Me 6 = Exactly Like Me

Statements 121314516
Tooften get so involved; Tlose track of time. e p e i

When I get stuck I'm 1nc11ned to 1mprov1se solutxons
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I believe in ot getmg your hopes too hlgh e e e B e e H

I prefer the farmhar to the unknown

I rarely second gness myseIf

WEIS.

I get 1mpat1ent when there are no cle

I pursue my dreams ;

When people need solutlons to problems, they call on me.
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My strength is to find ways around obstacles.

WrOng

[
h

. My tendency is to focus on what can gc
It pays to stick with the tried and true.

. My faith in my abilities is unshakable.
. I'can’t stand to leave things unfinished.
. Whatever Ldo I give 120%. =
. I'look in out of the way places to find solutions.

[
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e
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[
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—
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. Thingszrately w&rke;ontthe.way‘yott:“éant themto.
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N
N

. Idon’t take risks 1f I can sidestep them.

N
w

. I'tend to focus on my achievements and successes.

[\
£

. I don’t perform well when expectations and goals are vague.

. I’'m usually excited about what I do.
. I’'m more likely to come up with a unique solution than a
conventional one.

N
W

[\
[+,

27. When things are going well, I don’t expect them to last, o

28. Itend to avoid activities I haven’t done before.

29. Idon’t dwell on my shortcomings and limitations.

30. I’'m not comfortable with uncertain deadlines.




Passion

Statement #

1

Your Score

7

13

19

25

Total

Score (Total above)=

Resourcefulness

Statement #

Your Score

2

8

14

20

26

Total

Score (Total above)=

Optimism

3

Statement #

Your Score

9

15

21

27

Total

Score (35 -Total) =

Biographical Data

In what industry do you work?
What is your current position?
How many years at current job?

Age

Gender

r

Adventurousness
Statement #

Your Score

Score (35 -Total) =

Confidence

Statement #

Score (Total above)=

Tolerance for Ambiguity

[Statement # Your Score
6
12
18
24
30
Total

Score (35 - Total) =




Your Personalized Change-Ready Profile

You'll probably find that you have scored higher on some traits than on others. This is
typical of most Profiles.

What are your strengths? Where do you need improvement? Are you surprised by any of
the scores? Think of the test as a tool for getting to know yourself better, not as a judgment
about you or your value to your organization.

If you are a manager, consider how you can use the Profile as a training tool for coaching
your team. In what traits do specific individuals need help?

The Profile may also be used as a feedback tool. Team members answer all questions with
respect to a particular person and the results are shared with that individual. Feedback is
particularly important when individuals find discrepancies between the way they see
themselves and the way others see them.

Remember that developing change-readiness is an ongoing process. There is always
room to grow and improve. One really doesn't ever stop expanding the capacity to handle
change.

About Your Profile

The Change-Ready Profile measures the following six traits, acronym: PROACT.

Passion
REesourcerurness
Ornimism
ADVENTUROUSNESS
CoNFIDENCE

T OLERANCE FOR AMBIGUITY

Individuals who score in the optimal range on PROACT traits are more likely to:
M Constantly seek new and innovative ideas
B Feel excited and challenged by change

8 Anticipate and initiate change

What Your Scores Mean

Scores range from 0 to 36. The optimal range for each is 21-26. Keep in mind that the test
measures only your current level of change-readiness. Each trait is not static but can be
developed or maximized. Use your scores as a way of understanding where your change
strengths and weaknesses lie.



PASSION

This scale measures .your level of drive and motivation. Passion is the fuel that
maximizes all the other traits. If you have it, nothing appears impossible. If you
don't, change is exhausting.

Below 21:

Low to moderate level of passion

May feel daunted by change and experience it as too much effort

Learning new procedures or taking on unfamiliar tasks creates stress

Although you may agree in principle with the need for shift in status quo, you may resist
change because you’ve already got too much on your plate

In general, you are more reactive than proactive

Getting started on new tasks is sometimes hard

May have a tendency to procrastinate on difficult jobs

Motivating yourself to complete disagreeable tasks may also be a problem

NSNS SNSN S

21-26:

Optimal level for passion

Possess the capacity for heightened excitement and the energy to make things happen
You are personally dynamic and tenacious in pursuing your dreams

Bring enthusiasm and ardor to ordinary tasks

You are a proactor, not a reactor

Likely to lead or institute change in your organization or community

People are drawn to your energy and want to follow your lead

Ideal person to boost change efforts

AR N N N N N N

26+:

Driven person who sometimes juggles more than you can handle

Action oriented, but you may not allow time for reflection or complex problem solving
Sometimes ignore feedback and make decisions precipitously

Feel impatient when quick solutions to problems are unavailable

Tend to overlook the nuances of complex situations

May push too hard for change and be impatient with those who procrastinate or who
can’t keep up

Sometimes have difficulty pacing yourself and relaxing

May take on too much at once or pursue unrealistic goals

Likely candidate for burnout

NSNS SSNASsNN S



RESOURCEFULNESS

This scale measures. how effective you are at making the most of any situation
and utilizing whatever materials are available to develop plans and innovative
solutions to problems.

Below 21:

NN NS

Score reflects a low to moderate level of resourcefulness

When you encounter obstacles, you may feel stymied, dig in your heels, or not know
where to look for help

Function best in situations where things run much the same day to day -- traditional
work environments where tasks and lines of authority are well defined

Tend to look for conventional solutions and resist imaginative or “out of the box”

thinking

v Prefer routine tasks and usually rely on others for more original input

v Change may be troublesome for you because it challenges your conventional way of
responding and requires improvising solutions quickly

21-26:

v Score indicates an optimal level of resourcefulness

v Talented problem solver who combines elastic, innovative thinking with pragmatic
realism

v Able to find more than one way to achieve your objectives, solve a problem, or create
new opportunities

v Typically develop a number of contingency plans when setting your goals

v Masterful at knowing where and when to look for help especially when you’re stymied

v Others notice your inventiveness and ask you for advice

v Talents are particularly suited to change situations which frequently create a myriad of
new problems requiring “out of the box™ answers, explanations and clarifications, all of
which you readily supply

v' Work best during periods of transition and rarely feel discouraged by obstacles

v Your motto: Every problem has a solution

26+:

v/ Sometimes tend to search for overcomplicated answers when a simpler approach would
be just as effective

v Spend too much time creating elegant, unnecessarily detailed plans when action is
needed

v/ May get so caught up in developing intriguing solutions that you lose sight of their
practicality or expense

v Sometimes unable to discriminate between your best ideas and mediocre ones

v May have difficulty motivating yourself to do more mundane tasks and assignments



This scale measures.your attitude toward the future. Do you see the glass half
empty or half full? Do you believe things will work out in the long run? Optimism
is not necessarily innate but highly influenced by what you choose to look at. If
you focus on the clouds over the horizon you will feel different than if you pay
attention to the blue sky between the clouds. Optimism is an attitude that results

OPTIMISM

from the information you input.

Below 21:

NSNS ASNS

Reflects a low to moderate level of optimism

Inclined to filter out good news and concentrate on bad

Sometimes disregard or under-emphasize information that might lead you to feel hopeful
Tend to stress the potential problems - not the opportunities - inherent in change

Likely to minimize the advantages of change and overstate the difficulties

Generally cautious about your expectations and take special care that they don’t get too
high and set you up for disappointment

Don’t expect good things to last

21-26:

NN NN

<

Indicates an optimal level of optimism

Focus on future possibilities, not problems, and when you interpret information about
the future you put a positive spin on it

Not a “Pollyanna” who fails to recognize or anticipate headaches and inconveniences
Able to look beyond potential difficulties to the opportunities that lie within every
change

Vitalgpart of any organizational transition because your positive attitude toward the
future is contagious and optimism is one of those attitudes that is more easily caught than

taught

26+:

N SN NNN

Prone to “Pollyannish,” unrealistic assessments of the future

May have trouble separating what you want to happen and from what is likely to occur
Often show a lack of critical judgment and push for change when all indications suggest
sticking with the status quo

Inclined to say “yes” to every opportunity without clearly discriminating the smart

options from the imprudent
May be naive about the cost of change and overlook the stress and burnout that

organizational transitions can create



ADVENTUROUSNESS

This trait measures the degree to which you take risks and see life and work as
an adventure to be savored and enjoyed.

Below 21:

NSNS SSNSNASNS

Score reflects a low to moderate level of adventurousness

Seek out familiar and comfortable jobs

Tend to avoid taking risks unless you are fairly certain of a favorable outcome
Generally view change as unpleasant and hazardous, and you embrace it cautiously
Prefer stable and conventional work cultures to chaotic, spontaneous environments
“Tried-and-true” path is your preferred route

You’d rather return to the same vacation spot every year than go somewhere new and

uncertain
Occasionally step out of your comfort zone, but only when others are doing likewise and

you feel permission from superiors or significant others

21-26:

NSNS SKNSNSNSNASNS

Score indicates an optimal level of adventurousness

Motivated by challenges and excited by unexplored possibilities

You are curious and restless - the road less traveled holds endless fascination for you
You constantly insinuate fun and playfulness into your everyday affairs

Comfort and routine bore you

Enjoy taking risks and living on the edge

Pathfinder who seeks new and different experiences

Perform well in a culture of change

Boldness and playfulness transform the organizational change process from a worrisome
and onerous task to an exciting and intriguing journey

Proactor who is likely to initiate and lead change

26+:

<

NSNS SN S

May take needless risks and make reckless choices failing to fully consider costs and

consequences
Inclined to get in over your head without adequate preparation or consultation

Restlessness may make it difficult for you to tolerate stability and constancy
Often push for too much change too quickly, and your subordinates may be unable to

keep up with your demands
Likely to devalue the traditional path even when it may hold important lessons

May strike out on your own without sufficient support from your team or boss
Tend to exhaust yourself with new projects and schemes



CONFIDENCE

This trait measures internalized confidence - a deeply held belief in one’s ability
to handle any situation that presents itself.

Below 21:

NSNS NSNS S

Score reflects a low to moderate level of confidence

Usually experience some anxiety in new and challenging situations

May acknowledge both strengths and weaknesses, but tend to focus on the latter
Sometimes feel battered about by circumstances beyond your control - recession, bad
luck, a tyrannical boss

May be over-critical of your own efforts and downplay your achievements

Change tends to exaggerate your self doubts

May wonder about your ability to adapt or whether you’ll appear inadequate

Although you may be successful at numerous endeavors, your core level of confidence is
not enhanced by your accomplishments

21-26:

NSNS NSNS NS

NSNS

Score indicates an optimal confidence level

Believe you can make most situations work out for you no matter how difficult they may
first appear

Convinced that you control your destiny and that fate and luck are secondary influences
Rarely second guess yourself

Once you have determined a course of action, you commit to it without wavering

Have the self-assurance to acknowledge when you’re wrong and to learn from your
mistakes ,

Able to accept criticism without responding defensively

Maintain a sense of humility, taking care not to flaunt your abilities or laud your
achievements over others

Although you are aware of your weaknesses, you focus on your strengths and build on
them to achieve your goals

See errors and failures as opportunities for learning

Belief in yourself makes you receptive to change

Convinced you can meet the challenges and demands of any new situation

26+:

NSNS NN

May be self-important and prideful to the point where you disregard the opinions of
others and are unwilling to learn from feedback

May view yourself as better than your peers and may be patronizing of those who are
more timid or less assured

Sometimes under-prepare for important meetings thinking you can simply *“wing it”
May underestimate a problem’s true difficulty

Not a strong team player and usually reject supporting roles of all kinds

Overconfidence may make it hard for you to grasp why others have problems with
change and you may push too hard or prematurely for your goals without understanding
the experience of your peers or subordinates
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