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PREPARATION:



	MOTIVATION:	Fire service organizations are quasi-military in nature and structure with well defined/delineated command structures.  Fire officers must be familiar with their organization's background, policies/procedures, intergroup dynamics, budget process, and inherent benefits associated with Total Quality Management principles and their application to fire service activities.  Knowledge of organizational structural components will greatly enhance the operational effectiveness of the fire officer.



	OBJECTIVE (SPO):  7-1					T-FOI-7-1-1



	The fire officer will be able to describe and apply the factors that influence quality management within a fire service organization from memory, without assistance, to an accuracy of 70%.



	OVERVIEW:								T-FOI-7-1-2



	Quality Management Within the Organizational Structure

	*  Fire Service Organization

	*  Total Quality Management

	*  Planning and Task Requirements

	*  Departmental Personnel Policies

	*  Rights of Management and Labor

	*  Budgetary Process

�SESSION 7-1   QUALITY MANAGEMENT WITHIN THE ORGANIZATIONAL 				

�	STRUCTURE





SPO 7-1	The fire officer will be able to describe and apply the factors that influence quality management within a fire service organization from memory, without assistance, to an accuracy of 70%.



7-1-1	Describe a fire service organization complete with delineation of lines of authority and the responsibilities associated with rank structure and staff functions.  (NFPA 1021 2-4.1)



7-1-2	Describe the fire officer's role in relating the concepts of total quality management to an organizational structure.



7-1-3	Participate in one activity to plan and prioritize  job/task requirements for a typical subordinate position.  (NFPA 1021 2-2.6)



7-1-4	Draft an action plan for departmental personnel policy at the basic company level, incorporating accuracy, clarity, and objectivity in enforcement.  (NFPA 1021 2-4.3)



7-1-5	Discuss the differences between the rights of management and labor based upon the contents of a typical labor agreement.  (NFPA 1021 2-2.4)



7-1-6	Describe the budgetary process of a typical fire service organization. (NFPA 1021, 2-6)

 



	

����I.	Fire Service Organization (7-1-1)



	A.	General perspective



		1.	Must facilitate prompt actions



		2.	Leadership clearly delineated



		3.	Structured to minimize loss of life, property, and environment



	B.	Importance/essentials of organizational structure



		1.	Insures effective teamwork



			a.	Complex operational, administrative, and personnel problems require quick solutions and/or resolutions



			b.	The whole of the organization is more powerful than the sum of its parts



			c.	Provides more safety



		2.	Establishes a chain-of-command which provides the required leadership to guide group actions



		3.	Increases level of morale



			a.	Mental condition/attitude



			b.	Courage, discipline, and willingness to endure hardship (Webster)



		4.	Provides immediate and long range planning



			a.	Provides preparation



			b.	Continuing basis for growth/expansion



			c.	Provides time advantage for long range planning



		5.	Identifies clear purpose



			a.	Communicates group goals, methods, and achievements



			b.	Assist decision-making process



		6.	Nurtures accountability



			a.	Authority equals responsibility



			b.	Delegates tasks



		7.	Ease of operations - uniform policies and procedures regarding property



		8.	Public trust - public expectations of fire/emergency service mission



	C.	Mandate of fire service organizations defined



		1.	Preserve life (fire officer/crew first priority)



			a.	Children



			b.	Adults



			c.	Supports as well as saves lives



				1)	Emergency care



				2)	Alleviate pain



				3)	Prevent death or injury (accidents)



		2.	Preserve property



			a.	Private and public



			b.	Animals



			c.	Plant life



			d.	Minimize damage and loss



			e.	Protect from fire accidents



		3.	Preserve environment



			a.	Crop

			b.	Natural environment



			c.	HazMat incidents�















Emphasize the concept of the fire service being a "para/quasi military" organization



Good order and discipline are key components contributing to the success on the scene of an emergency incident
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Incorporate local dept., org. chart, video tape, overhead, etc., depicting a typical chain-of-command



Establishes the concept of division of labor by breaking down jobs into tasks























































Forms the basis of defining the objective of the fire service.  Relate to the need for clearly delineated organizational structure
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II.	Relating Total Quality Management to the Organizational Structure  (7-1-2)



	A.	What is Total Quality Management (TQM)?



		1.	Attitude of directing an organization towards customer orientation



		2.	Quality improvement process that links the organization to its customer base



		3.	Self-directed quality team approach to enhancement of service/delivery



	B.	Define "quality"



		1.	Anything the customers/clients in your service area says it is



		2.	Making good on delivering what you promised, or are mandated to do



		3.	Degree to which your clients/customers needs and expectations are being met at any given point



		4.	The dynamics of customer expectations necessitating continuous improvement



	C.	Kinds of quality



		1.	Process quality (what you do)



		2.	Product or service quality (what you deliver)



		3.	Benefit quality (what your customer gets from what you deliver)



	D.	Elements of quality



		1.	Customer is easily linked to the service



		2.	Cheap/inexpensive



		3.	Fast



		4.	Right



		5.	Value added



	E.	National interest in total quality management - driven by:

				

		1.	Increased competition among providers of service



			a.	Funds



			b.	Grants



			c.	Private monies



		2.	Life cycle of various products in a rapidly changing market which in turn influences technological change



			a.	Fire/Rescue/EMS tools/equipment



			b.	Their impact on budget

				process



	F.	Total Quality Management is based on the principles of:



		1.	Creating consistency of purpose toward product and service improvement



		2.	Encouraging on-the-job training



		3.	Selecting/appointing the right personnel to leadership positions



		4.	Enhancing effective communications between companies/organizational units



		5.	Instituting a vigorous program of continuing education, professional development, and self-improvement



		6.	Everyone within the organization working in sync to accomplish the transformation process, oriented to the customers



	G.	Fundamentals in the success/failure of Total Quality Management



		1.	Make a commitment to Quality throughout the entire organization



		2.	Attack the system rather than  subordinates



		3.	Eliminate problems that prevent quality



		4.	Identify and serve your internal/external customers



		5.	Become a partner with your suppliers and customers



		6.	Satisfy your customers' requirements in the work process or the finished product/service



		7.	Always supervise/manage by fact; not rumor, innuendo, and hearsay



		8.	Instill pride/teamwork in your subordinates/organization



		9.	Create an atmosphere of innovation and participation



		10.	Strive for continuous improvement



		11.	Dramatic overhaul vs incremental changes



		12.	Re-engineer and organizational architecture



		13.	Create a learning organization



		14.	Identify your core competencies



		15.	Time-based competition/cost savings



	H.	Benefits of Total Quality Management to the organization and its members 	    

		1.	Improved employee relations



			a.	Member satisfaction



			b.	Good attendance



			c.	Low turnover



			d.	Safety/health



		2.	Improved operating procedures



		3.	Improved internal/external customer satisfaction (What have you done for them lately?)



			a.	All your customers inside/outside the organization



			b.	Decline in customer complaints



		4.	Improved financial performance�
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Stress that a TQM mindset attempts to re-orient the organization towards the external/internal customers that it serves
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Fire officers must understand that they have a responsibility to motivate subordinates towards accepting the community as a customer base along with its perceptions and expectations relating to the fire service organization
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Do it quick, do it fast, do it right with minimum errors.  Customers perception of the value/quality of your service.

Enhances operational effectiveness















































T-FOI-7-1-10

Stress to fire officers that regardless of how big/small their organization is the principles of TQM apply.  The success/failure of TQM is predicated on the attitudes and perceptions of those in charge buying into the program
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Aim towards

improving the work environment and the other problems will fall in line with solutions

















Organizational members, community participants
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Make the members feel as though they are major contributors to the work effort



Can "we" make it better?

Stretch vs fit









What are your strongest attributes?  
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Enhanced reliability and timeliness and efficiency of delivery













Return on assets, sales�����III.	Activities Planning and Task Requirements (7-1-3)



	A.	Subordinate positions



		1.	Locate, protect, and remove victims



		2.	Provide emergency care



		3.	Application of water for confinement, extinguishment, and exposure protection



		4.	Removal of sparks, embers, and combustibles



		5.	Removing superheated gases, smoke, and steam



		6.	Protecting the contents of a structure from water, smoke, and heat damage



	B.	Functions



		1.	Planning and research



		2.	Reports and records



		3.	Financial records



		4.	Personnal management



		5.	Operating management



		6.	Apparatus, facilities, and equipment

 

	C.	Additional responsibilities include:



		1.	Code enforcement



		2.	Training	



		3.	Fire prevention

		

	D.	Benefits of activities planning



		1.	Establishes standardized methods of accomplishing tactical objectives on the scene of an emergency



		2.	Ensures uniformity in operations among primary and mutual aid companies/units



		3.	Provides protection to firefighters by clearly delineating individual and team responsibilities



		4.	Provides first line supervisors with an evaluative tool for periodic performance appraisals of employees



		5.	Flexible



		6.	Span of control�
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These again are activities that lie within the perview of the fire officer's on-scene supervisory responsibilities (line and staff)
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Not directly task/activity oriented - still supportive to the success of the work effort
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IV.	Departmental Personnel Policies (7-1-4)



	A.	General purpose



		1.	Guides work effort



		2.	Establishes standards of conduct/ethics in the work environment



		3.	Establishes empowerment for management and supervisory personnel



	B.	Application



		1.	All fire service organizations should have policies, rules, and regulations in place



		2.	Govern the overall operation of the organization



	C.	Policies and procedures are examples of standing or repeat use plans designed to deal with recurring problems within an organization



		1.	Policy - guide to decision making; originates from top management; defines boundaries for the actions of the fire officer



		2.	Procedure - formal communication closely related to policies; details in writing steps to be followed in carrying out organizational policy



	D.	Structuring a policy and procedure for departmental/company personnel



		1.	Policies should be in written form to avoid problems with EEOC, grievances, and relying on implied intent



		2.	Written policies make management's intent very clear



		3.	Unwritten policies may rely on past practices as a basis for newly formulated, written policies



		4.	Policy is often imposed upon fire service organizations by state, local, federal governments



		5.	Policies must be uniform, consistent with current organizational practices, and defendable in court



		6.	Policies must be discreetly applied on the job, correctly interpreted, and may require advice/consultation from higher management



		7.	Procedures are regarded as detailed  guides for action



		8.	Procedures detail in writing the steps to be followed in carrying out organizational policy for some specific recurring problem or situation�
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Instructor can supplement this section with a sample copy of a department's policies, rules, and regulations 

that reflect these guidelines 

to show students
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Difficulty arises when deeply rooted traditions that are anchored in implied policies give way to written ones



Remember:  Fire Officers must lead by example and abide by all policies as set forth by their organization and model the intent of the organizations' goals to maintain proper direction and focus



Homework

Assignment:  Have students draft a personnel policy outlining the steps/procedures for processing a membership application with their local fire service organization and compare results.  Look for accuracy, clarity, and free of bias factors�����V.	Rights of Management/Labor Based on Labor/Contract Agreements (7-1-5)



	A.	General information - labor/management process



		1.	When both labor and management decide to negotiate labor contracts/agreements they often start by setting up a labor/management committee



		2.	Committees made up of representatives of both labor and management help to promote cooperation and find solutions to many real/perceived organizational problems



		3.	Joint committee efforts in accomplishing its goals is heavily dependent upon the knowledge and skills each committee member brings to the negotiation process



		4.	Committee members need knowledge and skills relating to:



			a.	Task functions of the group



			b.	Maintenance functions of the group



	B.	Committee task functions during labor relations negotiation process



		1.	Effective planning



			a.	Create a vision



			b.	Clarify the mission



			c.	Set goals/objectives



			d.	Consensus on ground/negotiation rules



			e.	Develop action plans and designate individual responsibilities

	 

			f.	Establish evaluative measures



		2.	Effective meetings



			a.	Determine the purpose of the negotiation process



			b.	Make advanced preparations



			c.	Manage meeting intergroup dynamics



			d.	Conduct adequate follow-up



		3.	Group problem solving



			a.	Using pragmatic problem solving tools



			b.	Brainstorming and cause/effect analysis



			c.	Pareto analysis



			d.	Force-field analysis



		4.	Consensus decision making



			a.	Responsiveness to everyone's information and viewpoint



			b.	Understanding how decisions are made in a group



			c.	Employing techniques to accelerate consensus



		5.	Communicating with constituents



			a.	Keep constituents informed of committee progress



			b.	Develop a two-way communications strategy



			c.	Interviewing to gather relevant data



			d.	Improving presentation skills



			e.	Using the media effectively 



	C.	Maintenance functions associated with the labor relations negotiation process



		1.	Understanding self/others



			a.	Must be able to clarify values



			b.	Make allowances for personal styles



		2.	Interpersonal skills



			a.	Must be able to give/receive effective feedback



			b.	Good reflective listening skills



			c.	Manage intergroup conflict/resistance



		3.	Group dynamics and shared leadership



			a.	Clear understanding of task/maintenance roles



			b.	Assessment of group effectiveness



			c.	Recognizing the stages of group development



			d.	Exploring the effects of power and competition



			e.	Practicing facilitative leadership



	D.	Differences between public-sector and private-sector labor relations process



		1.	Public sector - "scope of bargaining" - subjects over which management is legally obligated to bargain, determine whether it can unilaterally take action in a certain area, or whether it must first discuss this action with the chosen representative or its employees



		2.	Private sector - can strike.  Public sectors must resort to impasse resolution mechanisms such as binding arbitration



		3.	The bottom line - private sector - effect on profitability; public sector - cost is secondary consideration.  Political dimension and public opinion dominate



		4.	National Labor Relations Act - (NLRA) governs labor relations in the private sector and serves as a model for public sector bargaining statutes



	E.	Three common approaches to the negotiability process



		1.	NLRA model - broadest approach. Fashioned after the negotiability analysis used in private sector



		2.	Balancing test - balances legitimate interests of employees to bargain over the subject against the employers' interest in setting important public policies without union interference



		3.	Laundry list - specific enumeration of negotiable or non-negotiable topics that appears in a state statute



	F.	Common topics of bargaining/negotiation agreements





		1.	Pay and benefits - level and types

	

		2.	Minimum staffing - sought by unions because they ensure a stable level of employment



		3.	Civilianization - possess technical expertise and costs less.  Unions want to protect their members raising the question of whether civilians should be included in the bargaining process



		4.	Public safety officers - personnel who perform both fire/police functions



		5.	Subcontracting - cost saving strategy.  Decisions to subcontract services to non-union members may violate collective bargaining agreements/duties



		6.	Union activities - issues such as using paid work time to conduct union business are raised. Negotiations, grievances, labor relations hearings, conventions, union sponsored training session



	G.	Protecting the rights between management and labor while negotiating the collective bargaining agreement



		1.	Good faith requirement - management is obliged to bargain in good faith.  Must meet with union representatives to discuss mandatory subjects of bargaining



		2.	Failure to bargain in good faith usually results from:



			a.	Unilateral changes in mandatory subjects of bargaining



			b.	Bypassing the representative



			c.	Failure to execute a written contract



			d.	Refusal to meet at reasonable times



			e.	Insisting on discussion on non-mandatory subjects of bargaining

 	   



	H.	Management Rights Clause



		1.	Fire chiefs every day make decisions affecting fire department employees not specifically covered under a collective bargaining agreement



		2.	Provides the basis for the chief to withstand a union challenge to his/her actions



		3.	Doctrine of residual rights is the key to understanding management rights clauses.  It states that management retains all rights except those specifically given to the union through the collective bargaining process



		4.	Contains residual rights; a specific list of rights covering fire department administration, contains an exclusionary provision



		5.	Some collective bargaining agreements reserve to management exclusive rights to manage/direct the department, including the right to formulate policies, rules/regulations



		6.	Only a few prohibit the establishment of rules/regulations without union consent



		7.	Contains three main issues 



			a.	Union's role in the creation of new rules/regulations or modification of existing ones 



			b.	Discipline



			c.	Availability of grievance/arbitration procedures for review of department rules/regulations



	I.	Labor Rights Protection



		1.	Constitutional protection of life, liberty, and property; applies to public sector employees including firefighters



		2.	Covered under "just cause" clause of labor agreement



		3.	Resulted in lawsuits filed in federal courts over discipline of public employees



		4.	Forces the management team to comply with due process requirements before disciplining or discharging employees



		5.	Contains language that will address unforeseen events occurring during the term of the labor agreement



		6.	Zipper clauses constitute a wavier of the unions right to bargain over an issue not discussed in the collective bargaining agreement



		7.	Duration/reopener clauses state that the agreement will automatically renew itself after a certain date if both labor/management are unable to negotiate a new agreement�Don't take sides - just give information
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Fire officers must have a basic understanding of task functions as they relate to the negotiation process.  Planning, organizing, and staffing are key factors to the successful outcome of the labor/management process







































Pareto analysis:  is a technique that separates the "vital few" from the trivia.  Narrows the list of potential causes and prioritizes what should be addressed first.  Designed to point out inequalities. Ex:  80-20 rule; 80% of our business comes from 20% of our customers







Force-field analysis:  focuses on the environmental pressures placed on members of the labor relations process or the interpersonal climate
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While task functions focus on what the negotiation process is, maintenance functions identify the management associated with group members and their motivations,

perspectives, perceptions
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The question of what is bargainable is grouped into 3 categories:

1. Mandatory - must bargain

2. Permissive - may bargain

3. Illegal - cannot bargain



Employers duty to bargain is limited to mandatory bargaining subjects
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Stress that familiarization with the approach used in the AHJ will help the fire officer/manager understand what topics must be discussed with the union
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Raises job security issues

as well as pay and benefits



Civilians, however, are usually covered in public sector statutes



Management can create PSO positions; issues still have to be negotiated with the union



Check provisions of AHJ for local content





General rule:  Union activities must be undertaken on non-working time





















Most unfair labor practice charges stem from a claim that the employer was simply "going through the motions" not really entering the negotiations.  Courts/National Labor Relations Board will look at the "paper trail" to determine the totality of the bargaining process
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Residual rights - rights reserved to management not covered in the agreement



List of rights - rights to  subcontract, discipline, assign, transfer personnel, layoff, and to formulate  rules/regulationsetc.



Exclusionary - exercise of some or all management rights is not subject to review under the grievance arbitration procedure
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Loudermill case 1985 - required that employers give employees the opportunity for a hearing before termination�����VI.	Budgetary Process (7-1-6)



	A.	Definition - development and execution of a plan for effective use of financial resources in carrying out policies for a fiscal period.  It is the expression in financial terms of the cumulative policies of the AHJ for that forthcoming fiscal period



	B.	Consists of three elements:



		1.	Mechanical - making sure all 			figures add up

	 

		2.	Analytical - massaging the data for alternatives



		3.	Political - elected officials ultimately adopt a budget



	C.	Purpose of budget



		1.	Formalizes policy



		2.	Supplies financial information



		3.	Supplies specific data



		4.	Provides a mechanism for controlling objectives/expenditures



	D.	Types of budgets



		1.	Lump sum







		2.	Line item





		3.	Performance





		4.	Classical program





		5.	Planning/programming budgeting system (PPBS)



			a.	Chain of events



			b.	Programs identified



			c.	Goals are set

	

		6.	Cost-distribution program







		7.	Zero-base





		8.	Integrative budgeting system (IBS)



	E.	Budget provisions



		1.	Predicated on the fact that annual revenues must equal/exceed expenditures

	

		2.	Career departments have limited ability to generate revenues outside of budgetary allotment process



		3.	Volunteer departments have more flexibility in generating revenue to fund capital expenditures and operating expenses



		4.	Career/volunteer departments receive funding for operations from AHJ budgetary process



		5.	Additional monies are made available through legislative process for career/volunteer fire service organizations in the form of grants/funds set up for equipment purchases



		6.	Have built-in cost containment measures adopted to hard economic times



		7.	Although the details and the scope may differ, all organizational structures have some sort of budgetary process�
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Little restrictions on spending



Listing or items by codes, etc.











 



More conducive to goal setting















Indirect/overhead expenses are summarized



Identifies with decision packages



Public priority setting
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Depending upon jurisdiction and governmental structure





























State 508, SARA, DOT, and license tag revenes are examples��

���



���

����SUMMARY

                                                                  



	REVIEW:								  T-FOI-7-1-32



	Quality Management Within the Organizational Structure

	*  Fire Service Organization

	*  Total Quality Management

	*  Planning and Task Requirements

	*  Departmental Personnel Policies

	*  Rights of Management and Labor

	*  Budgetary Process



	REMOTIVATION:



	The fire officer must focus on the organization as a whole when viewing organizational structure.  The needs, components, goals, and objectives transcend the individuals involved.  To have a successful organization, the fire officer must shape the actions of subordinates into team players with a clear understanding of the fire department's mission and direction.

 

	ASSIGNMENT:



	Develop a personnel policy/procedure for processing a membership application for a fire service organization.



=================================================================



	EVALUATION:



	Collect, discuss and/or grade homework assignment from session 6.  Administer, collect and/or discuss quizzes.
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