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ABSTRACT

Operations have changed significantly for the City of Two Rivers Fire Department. The
problem is that the adminigtrative responshilities to manage these operations have changed
dramatically. In operating under the Cdifornia Plan of 24 hour shiftsfor assstant chiefs, the
department has been experiencing communications and coordination problems.

The purpose of this paper was to andyze the feagibility of indituting aternative work
schedules for the three assstant chiefs to manage more effectively these duties. An evauative
research procedure was conducted. The following research questions were answered.

1. What higtorical datais relevant to the issue of dternative work schedules for assistant

chiefs at the City of Two Rivers Fire Department?

2. Wha conditions exigt that warrant a change in duty hours for the assstant chiefs

positions?

3. What perceptions exist by assstant chiefs on the effectiveness of the work schedules

currently utilized for assstant chiefsin the City of Two Rivers?

4. What perceptions exit by assstant chiefs on utilizing an dternate work schedule for

their pogtionsin the City of Two Rivers Fire Department?

5. What perceptions exist by lieutenants on the effectiveness of the work schedules

currently utilized for assgtant chiefsin the City of Two Rivers.
6. What perceptions exigt by the current lieutenants on utilizing an dternate work
schedule for assstant chiefs at the City of Two Rivers Fire Department?

7. What rdevant issues exigt in other departments concerning the implementetion of

dternative work schedules for assstant chiefs?



The procedures required areview of the literature. Also the officer staff was surveyed.
Thefindings indicated that it was feasible to dter the work schedule for the assstant chiefs. It
was inconclugve of whether the dternate work schedule used for illustration would ever be
appropriate for the department. However, some type of dteration to address needsis
recommended based upon the following: organizationa participatory input, stressing the
importance of hedth and safety, building upon the positive aspects of the departments x day

concept, and congtant evauation of anything initiated.
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INTRODUCTION

The City of Two Rivers Fire Department has continued to evolve in many waysto keep
pace with argpidly changing environment. Many new programs have been added to the
department’ s repertoire both on a voluntary and mandatory basis. The department has
continualy modified the ways in which dl of the respongbilities have been managed in ordered
to ensure the effectiveness and efficiency of their ddivery. This has been accomplished with a
personnel compliment that, except for the fire chief, has been working 24-hour shifts. This
includes the three assstant chiefs.

The problem is that the adminigrative duties of the City of Two Rivers Fire Department
have changed dramatically in recent years. Asaresult of these changes, the department
continues to experience communication and coordination deficiencies in managing the mgor
divigonsinitscharge. The purpose of this paper isto anayze the feasbility of indituting
dternative work schedules for the three assstant chiefsin order for the department to, more
efficently and with greater conformity, manage al areas of operations.

An evauative research procedure was used to explore this problem. The researcher
reviewed literature from the Nationd Emergency Training Center (NETC) Learning Resource
Center and the Two Rivers Fire Department’ s library. 1n addition, the officers of the department
were surveyed. The following research questions were answvered:

1. What higtoricd dataisrelevant to the issue of aternative work schedules for assistant

chiefs at the City of Two Rivers Fire Department?

2. What conditions exigt that warrant a change in duty hours for the assgant chiefs

positions?



3. What perceptions exist by assstant chiefs on the effectiveness of the work schedules
currently utilized for assgtant chiefsin the City of Two Rivers?

4. What perceptions exit by assstant chiefs on utilizing an dternate work schedule for
their positionsin the City of Two Rivers Fire Department?

5. What perceptions exist by lieutenants on the effectiveness of the work schedules
currently utilized for assgtant chiefsin the City of Two Rivers.

6. What perceptions exist by the current lieutenants on utilizing an dternate work

schedule for assgtant chiefs at the City of Two Rivers Fire Department?

7. What rdlevant issues exigt in other departments concerning the implementation of

dternative work schedules for assgtant chiefs?

BACKGROUND AND SIGNIFIGANCE

Historical Background

The City of Two Rivers Fire Department consists of a chief, 3 assstants chiefs, 3
lieutenants, 12 full timefire fighters, 15 paid on call fire fighters and a part time adminigrative
assistant operating out of onefire gation. The department serves a6 square mile, highly
industridized community of gpproximately 13,000 residents. 1n 1998 it responded to 871
emergency cdls. The cal volume has been increasing at an average of 5% over the last five
years.

The chief works a 40-hour week. Thefull time personne are divided into three shifts,
each work 24-hour days on the CdiforniaPlan. The 15 paid on cal are divided into two shifts.

The full time personnel voluntarily carry radios with page capabilities. The paid on cdl carry



pagers. Minimum manning for the department is four full time personnd. Significant use of off
duty personndl is utilized for recall. Full time personnel are paged to the station to cover
shortages created by emergency responses. The paid on call respond directly to the scenein
most cases.  The full timefire fighters and lieutenants are members of the Internationd
Asocigtion of Fire Fighters and Professiond Fire Fighters of Wisconsin. The chief, assstant
chiefs and paid on cdl fire fighters are not afiliated with any union.

The department has evolved throughout the years. 1t was originaly formed asa
volunteer department. In the early 1920s it was organized as afull time department. At that time
it was gtaffed only by one shift with members dternating time off. In the late 1930s it changed
to have 2 platoons each working every other day. It was at thistime that the department acquired
afire chief that basicaly worked days only. During these periods the only duty of the
department was fire suppression. In 1932 when the existing fire station was built the call volume
of the department was 77.

In the late 1950s and early 1960s the department did have another person on daysto
handle two emerging fields that came to the forefront, training and fire ingpections. This person
worked a day shift to accomplish these two tasks. In the 1960s the department was reorganized
into three platoons. At this time the training/inspections officer was placed on shift to bring the
compliment to 21 fire fighters, seven per shift, and the chief. This was the highest compliment
of full time personnd ever established by the city for the department. At approximately thistime
aso the department was given the responsibility of emergency medica responses for the
community. They began asfirg responders with very little training.

The next sgnificant change came in the early 1980s. The department was reduced three

personnd, one per shift, when the automatic alarms that were monitored in the fire Sation were



removed to the city’ s dispatch center. A short time later apaid on call force was implemented to
meset shortcomings in the fire suppresson forces. The full time compliment worked the
Cdifornia Plan asthey do today. The paid on call respond with their gear to the scene after
recelving apage. They are only used as a supplement to the full time and are not trained for any
duties in emergency medicine.

The complexity of duties and respongibilities has changed sgnificantly snce the
department was first organized. As stated earlier emergency medicine was added to the duties of
the department in the early 1960s. The department has made a steady progression of the level of
care provided. Some of the first emergency medica technician classesin the State of Wisconain
in the early 1960s had Two Rivers personnd in attendance. When intermediate and
defibrillation skills were approved by the state, the department upgraded. Recently, the
department initiated the highest level of prehospitd care, paramedic.

The department has a very proactive fire prevention and education program. Fire
ingpections have become an intricate part of operations. Education has aso played a sgnificant
part of the services provided. The department has an extensive prevention/educetion effort that
targets al age groups of the community from preschool to seniors. Thisincludes not only fire
prevention by aso accident prevention. In addition there is an extensive effort by the department
to teach cardiopulmonary resuscitation thorough the American Heart Association (AHA).
Recently, to enhance these efforts, the department applied for and received the designation as a
certified training center by the AHA.

Besides being involved in the areas mentioned previoudy, the department has assumed
many othersin recent history. Hazardous materid's response and mitigation is a recent

development. Both full and part time personnd participate as members of the county’s



hazardous materids team. Certain equipment is located in the Two Rivers Fire Department to
act asthe primary responding contingent in the northern part of the county. The department also
has assumed the role of first responder in any possible cold water rescues in its jurisdiction.

In order to effectively manage the evolving duties and respongbilities the department has
changed its adminigrative structure in recent years. The first change came when the duties of
the department were assessed and divided among the six officers serving the department. In the
late 1980s the chief & that time commissioned the training officer to set up a consensus building
process for the officer staff. This process looked a what the department was doing and who in
the officer gaff had the expertise to manage it. Assgnments were made from this process. What
resulted was aflatting of the organizationa structure (Appendix A). The current chief modified
this structure a the beginning of 1995 (APPENDIX B). While these charts have been used to
address the adminigrative functions of the department, there is lso a separate chart for line
functions (Appendix C).

The above have existed to address the unique needs of the operations a the Two Rivers
Fire Department. It was recognized from the beginning of the process that people of less rank
would have authority reporting to the chief on thelr areas of respongbility. While at times this
created some confusion in communications and authority issues, there has been very little
conflict.

Scheduling I nitiatives

The department in last four years has aso experimented with two conceptsin dternative
scheduling for its assgtant chiefs. Thefirs was aflex schedule. This divided one 24-hour day
into three eight-hour days. The purpose was to create a block of time when they could be

together for three straight days in October to develop and organize the department’ s next



cdendar year. The assgtant chiefs recommended this to the chief. This directly affected the
ability of taking vacation days by the lieutenants and fire fighters (al union positions).
However, it did not meet with any resistance and has been utilized successfully as aplanning
tool.

The second concept was called x days. In order to more effectively manage, the assistant
chiefs divided one 24-hour shift into two nine-hour days each month. These days are scheduled
after dl shift members had the opportunity to pick for days off at the approva of the lieutenant.
Then, the x days are used by the assistant chiefs as two days in which they are relieved of thar
day to day line and shift respongbilities. During these days they work on projects and duties
directly related to the administration of the department. In order to implement this, the chief
agreed that the six hours would be dropped as compensation for the change. This was agreed to
by the city manager. It did not meet with much resstance. It also has been used to grest benefit.

The chief of the department for the past three years has been under an imposed zero
percent increase in the operationa budget (other than wage increases for union personnel) by the
city manager. However, he has been alowed to present to the city council, at the time of budget
reviews, items that represent the true needs of the department. In the last four budgets the chief
has presented an additional person regquest to the council. The purpose of this person was to be
utilized in some fashion for routine emergency responses and other dutiesin some type of
schedule that would alow more flexibility for the adminigtrative duties for assgtant chiefs. Each
year this pogition has been cut. However, there has been some city manager and council
recognition that thereisatrue need. Additionaly, it isimportant to add that the previous chief of
the department had tried unsuccessfully to budget for another chief officer on a40hour schedule

during histenure.



Significance

Fire department operations have evolved sgnificantly over the years. These changes
have occurred due to increased government regulations aswel as a continued escalation of
community expectations. While this evolution has occurred in the duties performed, the
department is il primarily utilizing work schedules that are structured to accommodate a
paramilitary, reactionary organization. While there has been some changes in the structurd
make up of the department, the availability of chief officersto provide continuity in the
provisons of adminigtration of the department is severely hampered.  Their schedule makes
them fundamentaly unavailable during what is perceived as norma business hours by the public
most of thetime. Without this availability, communications and customer service suffer gretly.

Mesting the demands of today’ sfire service is extremely chalenging with chief officers
working a Cdifornia Plan schedule. The plan by definition makes them available approximately
onethird of thetime. Out of that amount on the 24-hour shift some of that time is weekends and
holidays. Thisisanother factor that limits their avallability to carry out the adminigtration of the
department.

Other problems are aso associated with specific shift assgnment. Coordinating and
supervisng day to day shift responghbilities compete and a timesinterfere with the
accomplishment of their overal department adminigrative reponghilities. In utilizing their
duty day they are involved with minor, day to day shift projects and issues that monopolizes their
time. Rather than occupy ther limited time with areas of adminigtration for the organizetion asa
whole, as shift commanders they are assgning jobs and overseeing the completion of tasks such

as routine maintenance and day to day ingpection assgnments.
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Relevance to Executive Fire Officer Course

This research project is relevant to the Managing Change Unit (11) of the Nationd Fire
Academy’ s Executive Leadership Course. Operations have changed significantly for the City of
Two Rivers Fire Department. Successfully managing in today’ s environment requires constant
evauation of structure and scheduling. For any substantia change to take place in scheduling

for chief officers, acooperative effort will be required that looks systematicaly at dl the issues.

LITERATURE REVIEW

Activity schedulesfor any business including afire department must be organized around
the work that they do. This ultimately is structured with condderation given to the Sze and the
scope of the business and its operations. As the complexity of the work changes, so does the
coordination needs change (Cote, 1997). The organization must operate in such away asto
accomplish tasks in the mogt effective and efficient manner. The people should be positioned
grategicdly to ensure the accomplishment of dl duties within the business.

The complicating factor to providing a plan to carrying out the activities of any
organization comes from the nature of the organization itself. In specificaly looking at the fire
service, most are set up around the functions or divisons of the department (Snook, 1988).
These specific areas are managed within the context of a paramilitary structure and work system.
Ranks are created to establish a set order to an otherwise chaotic, out of control fire ground. The
whole focusis to manage an emergency operation through power and control (Hewitt, 1995). In

addressing the needs on the scene of an emergency this type of system has been proven to work



very wel. Rank and structure function to serve atimely response to the traditiond reactive cals
for help in times of emergency for agiven jurisdiction.

The National Fire Protection Association (NFPA, 1994), awell known nationa standards
making agency, discusses the organization of the fire department in its Standard 1201. It Sates
that primarily departments are organized around the mitigation of emergencies. It goesonto add
that, “ Traditiona practice as followed in the United States and Canada establishes the fire
company asthe basic unit of afire department” (NFPA 1201, p. 25). Thisunit is the basic work
unit for a response to an emergency.

NFPA goes on however, to mention that an organization is based upon the scope of its
operations. Further, thereisawhole list of managerid functions that cut across dl lines of the
organization. Theseinclude, “...financid management, personne management, fire protection
engineering, fire prevention, code enforcement, fire safety education, fire investigation, research
and planning, maintenance, training, community relations, communications, safety and hedth,
and other activities’ (NFPA 1201, p. 27). All of the activities mentioned here are not necessarily
unique to any one company. In recent years they lay outsde the normal reective organization
but rather cal for awhole new involvement for today’ s fire service. As the complexity of the
world around the fire service has become so does the complexity of managing.

The redlities of today’ s work environment make constant change and innovation
inevitable for any organization to be successful. In Alvin Toffler’s The Adaptive Corporation, it
is stated that the ability to change is necessary for surviva istoday’s environment. Mr. Toffler
emphasizes that the structure of any business needs to reflect the environment it serves (Toffler,

1985). Thefire service has changed dramétically with the increases in customer demands.



Many of the managerid functionsidentified in NFPA 1201 are illugtrations of the new ways of
doing business. In many cases structures and work schedules, however, have stayed the same.

David Osborne and Ted Gaebler in their book Reinventing Government state thet there
was atime not long ago when information flowed at amuch more leisurdly pace. Today thet is
not the case. We live in an environment when things change very quickly (Osborne & Gaebler,
1992). Work systems and strategies need to be structured to handle this evolving environment.

Fire departments have had to do things that have been outside the way they usudly did
busness. Some of these changes have been imposed from the communities they serve. One
example of this can beillugtrated with what has occurred in the Orange County HoridaFire
Department. In 1996 they saw atota shake up of their entire way of doing business. Mike
lacona, then the newly appointed fire chief who took office after the reorganization, stated that
he was mandated to ded with the department from more of a business sandpoint. The new
emphasiswill be on proactive endeavors in education and injury prevention for the public. He
stated thet the fire stations need to look more like office environments rather than home
environments (Delroy, 1986). Thisis very different from the traditional concept that fire Sations
were there as a place to house the reactive forces until they were needed.

The home environments were thought necessary due to the 24-hour shift schedules. This
daffed fire stations in an economical manner for alot of communities. The resctive mode of the
fire service did require and till does require responders to be located centraly to answer the call
in case of an emergency. This day to day orientation, in many instances, does not take into
account the need to carry out operations on a systematic basis (Shearer, 1989). In dedling with

the systems of the fire department, the focusis on training, fire prevention and ingpection
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activities for the whole of the department. Thisisthe business of fire servicestoday. This
supports the reactive role while enriching the proactivity of community services.

Thefire sarvice has made efforts to address its systematic needs by addressing the work
schedules of the management gtaff. This has generdly been targeted at the leve inthe
organization below the fire chief and above union membership levels. One such example can be
found in Madison, Wisconsin. Responding to fiscal restraints the department developed an
dternative work schedule for its chief officers. The schedule called for coverage by the chief
officersfor dl cdlsthat required multi-unit responses. It so provided time on aday to day
bass for these officers to carry on the business of the department.

The Edmonton, Alberta Emergency Response Department aso endeavored to ingtitute
systematic changes for its management saff, even though most of the changes that had been
implemented have been reversed. The department restructured and made its management staff
true team members rather than just mail carriers. Thislarge, metropolitan department developed
asystem in which the battdion chiefs were involved as members of the management team
running day to day operations. The assistant chiefs were placed on 40-hour weeks. The
department developed ateam that dedlt with daily operations as well as sysematically
addressing department wide issues. The chief welcomed this team concept in deding with issues
that he once dedlt with done. Also he could focus more attention representing the department
and being an intricate part of the city’s management team. While, from a management
viewpoint, things were pointed in the right direction, the rank and file, especidly the union
membership, did not seeit that way. After astudy was completed that focused on the lack of
working relationships between management and labor and the fire chief |eft, most of the above

changes were overturned (Williams, 1997).



Redundo Beach Cdifornia represents another city that had to undergo some mgjor shifts
in how they did business. The prompting factor was financia cutbacks. The fire department of
that community underwent a reduction in personnel accomplished through attrition.

Management duties were reassigned to incorporate a plan that had the chief officers assigned to a
40- hour week with responghbility of emergency responses to multi-alarm incidents on arotating
basis on weekends and nights. The plan was initiated with considerations given to the union
viewpoints as well as acommitment from city officids. The advantages as cited by Fire Chief

Richard Bridges include:

Three separate shifts are now perceived as one fire suppresson system when decisions
aremade. No longer do BCs perceive shifts as mine or yours. The entire senior gaff is
on duty from 7:00 am. to 5:00 p.m., Tuesday through Thursday. On Mondays and
Friday, two of the four chiefs on duty manage their divisons from 7:00 am. to 12:00
p.m. Timely and increased communications between chief's and speedy resolution of
problemsis becoming aredity. There are fewer delays when the key players are a work
four days aweek. Incongstencies between shifts resulting from BC' s persond
preferences are minimized. There are increased opportunities for BCs to become
involved in city task forces, working on issues that cross department boundaries.
Improved follow-through on assignments ensures completion of work by target dates.
Pay for degp has been diminated, and availability during norma business hours
increased. Now thereis more opportunity for increased authority and responsibility by

company officers. (Bridges, 1993, p. 24)
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While it may seeminitidly that the Redondo Beach solution addresses al the needs of
the department it did not meet with universal acceptance. In arebuttd article, Retired Fire Chief
Jack Bennet cautions those who think thisis the remedy for everything. Specificdly he cites that
by taking this position out of the initid response of fire personnd to an emergency, thereisan
increased burden placed on these initia responders to not only handle attack but also strategy. In
effect there could very wdll be areduction in the numbers for that origind response which has
been proven to increase injuries to fire fighters (Bennet, 1993). Chief Bennet’s contention isthe
reactive function could suffer consderably.

Many of the change initiatives cited in this review were not coming from the people
who would be directly affected by revisonsin their duties and schedules. Their agendasto some
extent were different. One example comes from the Murray City Fire Department. A study was
completed in 1998 that looked at aternate schedules. The purpose was to address the perceived
needs of the chief officers within the context of their department’ s changing environment. Their
management staff was working approximately ten days per month on a 24-hour schedule. Input
was solicited on the issue of change. When responses were eval uated, it was evident that these
chief officers, for the mogt part, were more concerned about their personal schedules then they
were about the department’ s agendas (Camp, 1998).

Many of the same problemsinvolved with Murray City were dso identified in a sudy
completed by Assstant Chief John Cratty of the Galesburg Fire Department, Galesburg, IL.
Chief Cratty statesthat it isdifficult for the chief officers of his department as managers of
department functions when the mgjority of them lack contact with the members of the
department two thirds of the time (Cratty, 1994). These chief officers asin other cases

referenced in this review work a 24-hour shift. Thisis another instance of addressing the



reactive portions of their job. It does not provide an effective schedule for carrying out the
management of the entire department.

Chief Ronald Moore of the St. Charles, Missouri Fire Department studied the possibilities
of reassgnment and aternate scheduling for his chief officers. He found that the people in those
positions generdly liked the 24-hour shifts. From this Chief Moore surmised thet it is difficult to
change one’ swork schedule when that is what they want to be doing. There would be no buy in
or acceptance. The study reiterated that for any change to be effective the individuas need to be
apart of that change (Moore, 1995). The goa would be to develop ownership and perceived

organizationa betterment.

PROCEDURES

The research procedures utilized in this report included a literature review, a survey of
the assstant chiefs (Appendix D) and lieutenants (Appendix E) of the department. The review of
the literature included two primary sources. Firgt, information was received from the Nationa
Emergency Training Center (NETC). Second, the library of the City of Two RiversFire
Department was consulted.

The survey was conducted of the officer Saff to get rlevant information pertinent to start
the process of analyzing the issues related to any change in work schedules. Since the current
chief has been the adminigtrator of the department the staff has been addressed as dl the officers
in the department. Issues such as the reorganization of adminigtrative duties have been dedlt
with in a consensus format with al participating.

The researcher determined that for thisissue it would be important to gain a framework

of the conceptsinvolved by firg soliciting input from the officers. The assgtant chiefs would be
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most changed if their work schedules were dtered. The lieutenants would be next most affected.
In the promotiond procedure the past practice of the department has been that the lieutenants
were the only candidates qualified to gpply for the assstant chiefs positions.

The researcher sat down with each officer to discuss the survey ingrument. In addition to
the 9x officers, input was solicited from the next person on the list for promotion to lieutenant.
The idea that the ingrument was a sarting point was stressed to everyone. The purpose was to
begin the dia ogue and get the issues to the forefront. As explained to each person, the questions
on the survey were written to address severd specific aress.

Fird, the questionnaire asked the officers to evauate the traditiona work schedule and x
day concept. It was stressed that explanations were expected in the comment section and on
additiona paper if needed. The next part dedt specificaly with a sample of an dternate work
schedule constructed by the researcher. For the purpose of this project each person was asked to
assume certain things as outlined in the survey tool. Again it was emphasized that the purpose
was to solicit ideas and related concepts to begin the process. All officers were then asked to list
both the benefits and detriments from their perspectives. In addition they were aso asked to
rank each in their order of importance. The lieutenants had one additiona question that
addressed whether or not the initiation of an aternetive schedule would affect their decison on
gpplying and testing for an assgtant chief’s pogtion.

Project Limitations

Two limitations can be cited for this project. Departmentsin the literature review
generdly reflected fire departments of greater size than that of the Two Rivers Fire Department.
This could make any direct comparisons unconvincing. Secondly, the department’ s officer staff

has not had a great ded of exposure to dternate work schedules smilar to the one used for
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illugretion in this review. On one hand this may be not preudice their answers by other

experiences. However, without any knowledge base it may have been difficult to fully

undergtland a system such asthis.

Definition of Terms

Assigtant Chief (AC)

Battaion Chief (BC)

CdiforniaPlan

Deputy Chief

Paramilitary

Proactive

Reactive

The person typically identified as second or third in command of a
fire department.

The pogtion typically identified as being in command of more than
one company in afire department.

A work schedule for organizations that provide coverage for 24
hour shifts. Thetypica scheduleisasfollows. 24 on, 24 off, 24
on, 24 off, 24 on, 96 off.

The person typicaly identified as the second or third in command
of the fire department.

Thisterm refersto a civilian group organized on military

lines

Thisterm refersto action taken in anticipation to an event. The
effort isto minimize or mitigate an anticipated event.

Thisterm refers to responding or reacting to something. An event

happens and thereisaresponse to it.



RESULTS
The results of this research project were derived from the following areas: the
‘Background and Significance’ section of this paper, the review of the literature, and the surveys

conducted of the two target groups.

Resear ch Question 1

What historical data isrelevant to theissue of alter native work schedules for
assistant chiefsat the City of Two RiversFire Department?

Historicaly, the department’ s assistant chiefs have always, for the most part, worked a
traditiona work schedule. The 24 hour shift has been the standard that the entire officer staff has
seen both before they were promoted and through their tenure as officers. Not only
professonaly but dso persondly their lives have evolved around this schedule.

Also important is that the department has been trying to address the new obligations of
managing operations. The duty assgnments and aress of authority have changed in recent years.
The work schedules have not other than the two concepts, flex days and x days. X days were
indtituted to achieve many of the objectives of the dternate work scheduleillustrated in this
research project. The x days were indituted with mostly favorable reviews from many in the
department especidly the officer saff.

Resear ch Question 2
What conditions exist that warrant a changein duty hoursfor the assstant chiefs

positions?
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The department has experienced a tremendous amount of change. In 1932 the
department’ s only businesswas fire suppression. Today the complexities and respongbilities
include afull paramedic emergency medica service, an extengve program of proactive
community education initiatives, and hazardous materials as well asfire suppresson. All of this
has placed manageria burdens on the department. 1ssues of continuity and communications
have challenged the abilities of the organization to meet the increased demands of the customers
aswdl as the regulations imposed by governmental agencies.

Resear ch Question 3

What perceptions exist by assistant chiefs on the effectiveness of the work schedules
currently utilized for assstant chiefsin the City of Two Rivers?

The Cdiforniaplan received an overdl rating of 2.8. This placed it on the high end of
the ineffective range and/or low end of the effective range. Each category was rated very close
to effective or the mid range of therating scdle. Coordination of adminidrative duties,
enhancement of coordination with other city departments, and enhancement of communications
with agencies other than city departments scored the lowest of al the categories averaging 2.3.
The highest rating, 3.7, went to the category relating to emergency responses. The following isa
summary of the comments written in reference to this question.

| believe we operate efficiently under the current plan because of congtant striving to
overcome problems.

| believe more answersfit into the inefficient category

The schedule leaves long stretches without contact with officers and shifts.

Assgned shift commanders are effective.



Emergency response is very effective because of the ability to know each other. The 24-hour
shift is an advantage here.

Sometimesiit' s difficult to connect with incoming/outgoing shifts.

It' s difficult (administration duties) to connect with fire fighters from other shifts. E-mall has
been helpful but fire fighters are dow to respond.

Coordination between fire fighters and officersis difficult a times.

Emergency runsinterrupt adminigirative duties.

Often phone tag is played with other agencies limiting continuity .

The responses to the x day questions averaged 3.3. This placed them in the effective
range. For each category under this question, the scoreswerein the ‘3’ ranges. The highest
average scores of 3.7 were recorded in the enhancement of communications with the fire chief,
fellow officers and agencies other than city departments. The following is a summary of the
comments written in reference to this question.

X days are OK when adminigtrative duties are needed because on regular days much of the
time is gpent running the shift.

It's harder on the lieutenant to be the in charge officer.

X days are successful in dedicating time to the assstant chiefs.

Theintent of x daysis effective, but one day has its limitations.

It alows more customer contacts both internal and externd.

Coordination of administrative duties is more flexible.

It offers more continuity in many arees.

In emergency response on X days we are not counted to be there but are there to be counted

on.

23



One business day is not enough to fully alow the assstant chiefs to keep pace with today’s
demand on histime.
Research Question 4

What perceptions exit by assistant chiefs on utilizing an alter nate work schedule for
their positionsin the City of Two Rivers Fire Department?

The responses eva uating the sample presented in the survey averaged 3.9. Thiswason
the high side of effective and/or the low Sde of very effective. Mogt categories were scored asa
4. Thelowest average, 3.3, was recorded in the avallability to internd customers. Thefollowing
isasummary of the comments written in reference to this question.

City workers work 40 hours and get overtime after that.

Vacation is based on hours worked. More than average.

The acting classfication-more responsbilities more dollars.

The less dally line respongbilities and more adminigrative duties are awash.
In principle the dternate work schedule should dlow more flexihility.
Exposes to members of the department more officers.

Should improve on x days.

It appears to be the next progressive step.

It isanatura progression

All the minuses and pluses need to be considered.

When asked the benefits of utilizing asimilar plan to the example presented in the
aurvey, the following isasummary of the responses.

More time for adminigtrative duties.

Increased productivity, continuity, and communications.
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A merit increaseisaplus.
There would be better normal business hour coverage.
There would be an improvement of insde and outsde communications.

When asked the detriments of utilizing asmilar plan to the example presented in the

survey, the following is a summary of the responses.

It will affect ALL members of the departmen.

Staffing levels will be affected (lowered).

There will be union consderations (picking time off).

Lessline duties may widen the union/management gap.

More respongibilities for the lieutenants could make this position less desirable,
Who is the ranking officer when two assgtant chiefs are here?

No scheduled breaks longer than three days could lead to burn out.

The assgant chiefs are dmost doubling the amount of 8-hour days (85-156).
When exceeding the 48 hours how will compensation occur?

It will mean more coststo the city.

It will cut into off duty activities now enjoyed by the current schedule.

Will the merit increase offset current off duty job incomes?

Every fire fighter does not have the training, experience or even want to bein charge (even
though most are in that pay classfication).

Current fire fighters even now do not want the job.

Will there be alack of desire to attend meetings off duty?

It could increase the gap between chief officers and the rest.
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Confidence leves on both sdes could be affected with no shift assgnment for assstant
chiefs (assstant chiefsfire fighters).
Themora of assstant chiefs accustomed to the 24-hour shift may be afactor.
People may not seek promotions.
Too many chiefs on weekdays may creete problems.
Resear ch Question 5

What per ceptions exist by lieutenants on the effectiveness of the work schedules
currently utilized for assstant chiefsin the City of Two Rivers.

The Cdifornia Plan received an overal averagerating of 2.7. This placed it on the high
end of ineffective and/or the lower levels of effective. All scores were below the mid range
score of 3 except for one. Thiswasin the area of enhancement of emergency operations. It
received the highest averagerating of 4. The following isasummary of the comments written in
reference to this question.

Twenty-four hours do not work effectively for adminigtrative duties. It is especidly critical
when people cdl from outside the department.

| see very few problems. We can not please every person in every situation.

Day to day coordination takes up too much time.

There are limitations to communications due to limited on duty time with limited availability
to people.

The Cdifornia plan alows experienced assistant chiefs to add vaued experiencesto
emergency ground Situations.

The plan causes delays because of the ineffective communicationsit creates.

Effectiveness can be improved by increasing availability during norma business hours.



The responses to the x day questions received an overall averagerating of 4.2. All
categories were rated in the 4 range. This placed them in the high effective and/or lower very
effectiverange. However, avallability to external customers received the lowest average score
of 3.7. Thefdllowing isasummary of the comments written in reference to this question.

X days help to alimited fashion.
One 8-hour day is not enough. Just as things are started continuity islogt.
It has enhanced the effectiveness of assgtant chiefsin dl arees.
Thereis greater ability to coordinate adminigrative duties and improve communications.
Gresat improvement is achieved when they don't have to perform shift/line responsibilities.
They are dso available for emergencies.
It has improved department effectiveness.
The interactions with department members have improved.
It puts additional people in the station for help in many aress.
Resear ch Question 6

What perceptions exist by the current lieutenants on utilizing an alternate wor k
schedule for assistant chiefsat the City of Two RiversFire Department?

The responses evauating the sample in the survey averaged 3.8. This placesit on the
high effective and/or the low very effective. Most scoreswerein the4 range. Enhancement of
emergency responses was the lowest a an average of 2.7. The questions dedling with the
avalability to interna customers, communications with fire fighters and other city departments
recelved therating of 3.7. The following isasummary of responses written in reference to this

question.
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It does not dlow a Friday night/Sunday off. Thislimitsfamily time. Right now | get afour-
day weekend once per month.

I’m not sure of the intent of the schedule.

| only see an advantage of them here one extra day per week.

We can’'t please everyone in every Stuation.

What about the impact on the fire fighters and lieutenants?

Thereis more time for adminigtretive duties.

It will improve communications.

It reduces manpower in the evenings.

It will improve communications and productivity.

It will decrease the amount of time they need to be here off duty.

How can vacations be taken?

Will lieutenants and fire fighters be limited in their time off?

| can not see lowering daffing levels and compromising emergency response,
Asalieutenant | can't get time off now for holidays. This could make it worse.

We can not go lower than 4 full time on aninitid response.

If we want others to step up we have to give them the background and experiences.
Already today the assstant chiefs are limited in their line duties.

Can we diminate other duties to allow more time for administrative duties?

When asked the benefits of utilizing aamilar plan to the example presented in the survey,
the following is asummary of the responses.

It would enhance communications with externa customers.

It would enhance adminidrative planning.



Business could be conducted on consecutive days

It would provide cohesiveness and a stable work place.

It would alow evening off for the family.

Functiondity and effectiveness could be improved.

It would improve more norma business hour contact time.

It would facilitate the accomplishment of duties.

It alows for more interactions with department members.

When asked the detriments of utilizing asmilar plan to the one presented in the survey

the following is asummary of the responses.

It will lower mord

It could reduce the initid emergency response.

There will be lesstime off for assstant chefs.

There could be areduction in the applicants for the position.

There will be more responghility and workload for the lieutenants and fire fighters.

There is no chance for a 3-day weekend.

How does the lieutenant get a decent vacation schedule or holiday off?

Assgant chiefs need to be accountable for their time and not merely putting in their time.

If not for al should some of them be put on asmilar schedule?

Could a change in position titles and responghbilities affect this?

What about days off?

How will emergencies be handled?

What about union issues?

It will decrease consstency of officers to assgned shifts.



On cdl hoursfor assgtant chiefs actudly increases duties for them.
The last question asked the lieutenant respondents to determine whether or not this type
of work plan would affect them is gpplying for this position. Two respondents reported it would
be adetriment. One said that he was hired to work a 24-hour schedule and the other stated it was
because of thetimein his career. Another respondent stated it would have no effect at dl but it
would be difficult to say because many issues were dill unresolved. However, hefdt it
definitdy should be discussed. The last respondent stated that it may be an incentive but there

were many issues to be resolved.

Resear ch Question 7

What relevant issues exist in other departments concer ning the implementation of
alternative work schedulesfor assistant chiefs?

Mog fire departments are organized around the traditiona function of emergency
responses. New redities of doing business in an evolving environment have caused some to
pursue dternatives. In many instances the literature illustrates that it took some outside
influence, such as shortcomings in budgetary aress, to promote a particular fire department to
look for dternatives to doing business.

Theliterature did show that there was some interest in the fire service in dtering the work
schedules for its chief officers. There appeared to be both success stories as well as some
reversals of attempts that were made to change what had be traditionally done in a departmen.
One underlining fact in severa cases was that chief officers dready on the 24-hour shift liked
that shift. Another wasthat if the people of the organization are not part of the processit hasthe

potential to fal. Severd casescited in the literature did report substantial improvementsin many



aress of adminigrating departments. One source, however, did offer avery stern caution. A
change of this sort could result in severe consequences if it compromises the traditional response

duties of any fire department.

DISCUSSION

The organization of the City of Two Rivers Fire Department is staffed around the reactive
portion of the duties. Thisissmilar to dl the examples cited in the literature and the way fire
departments have traditionally done business. No matter how much of the efforts are put into
proactive endeavors, there is ill the need to react when the cdll is received of an emergency.
Thisiswhat is expected and this is what should be ddlivered.

Two Riversis experiencing the same redlities as other communities. How doesthe
adminigration of the department get done with the administrators basicaly working a schedule
that has them on duty about 10 days per month? At some point in the evolution of thefire
service this may have been adequate. This does not seem today, however, to address al the
processes that are involved. Inlooking at the other departments cited in the literature, Two
Riversis not unique in this aspect. There are some that are aso wrestling with these issues.

The conflict lies with the need to address both areas, proactive response and
adminigrative imperatives. When looking at the unique characterigtics of the department thisis
epecidly chdlenging. The department issmdl in numbers. There Smply are not the people
with which to drategize. Any changes in work scheduling with the current compliment of
personnel can affect many aress of the operations. Thisis especidly true of emergency

responses. Any reduction in the initid response to emergencies could have serious ramifications
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on their outcomes. This could be true for both the citizens in the community as well asthefire
fighters and officers on the response.

Additiondly, while there was support over the years for additiona personnel, it does not
appear that the palitica climate, asit exists now, will dlow for any increases. After dl the
perception is the jobs of the department are being done. It appears that some extraordinary
Situation would need to occur for there to be any increasesin staffing. It is difficult to develop
solutions in an environment where verbally thereis support for additions yet the money is not
there. It isdso very difficult to make moneys avallable in the existing budget when there has
been a zero percent increase limitation imposed for severd years.

The survey responses from the officers do not reflect atremendous dissatisfaction with
the CdiforniaPlan. The researcher recognizes that thisis what has been the sandard for the
department for dl of the time the current officers have been employed. This, to some extent,
accountsfor theratingsit was given. All officers did report a generd effectiveness response to
the work schedule meeting the emergency response needs.  Throughout the survey, concerns
came through loud and clear for emergency response accountability. However, they did cite
shortcomings to the CdiforniaPlan. Thisillustrates there are needs to address. Communication
and coordination issues were cited. These issues corrdlated with many casesin the literature
review.

The successes recorded by other departmentsin their aternative scheduling are reflected
in the responses to the x day concept the department initisted. Thisis seen in the surveys that
were completed by not only the assstant chiefs but aso the lieutenants. They dlow the

department managers to address issues that cut across dl lines of the department. While not as



radical as an dternate work schedule, the officers responded thet it has been effective. As
illugtrated in the responses the only real concern was that it was not enough.

The dternate work schedule presented in the survey was an attempt by the researcher to
have the officer Saff view the issue on amuch greater scae, smilar to some of the cases cited in
the literature review. The purpose was to stimulate a dialogue to investigate the possibilities. It
was not meant as the solution necessarily.

The favorable responses by both the assstant chiefs and lieutenants when they rated the
dternate work schedul€e s possible effectiveness may illustrate recognition that thereistruly
vdidity to dtering the schedule. The responses centered on the improvement in communications
and coordination efforts for at least the adminigtretive efforts of the assistant chiefs. Thiswas
encouraging. It could have been possible for the respondents to answer on personal concerns
only as some of the cases referenced in the literature. Their responses indicated that they
answered on the basis of organizational needsto alarge extent. Thisisaso very encouraging.
With such abresk in the traditiona scheduling, the possibility did exigt that the respondents
could evauate on persona issues rather than adminigtrative.

With the more positive responses there was not many how, why or what in the responses.
Thiswas duein large part to the vagueness of itsimpact on operations. It was aso dueto the
lack of additiond information presented to the officers. Such considerations as how it would
impact the respongbilities of the officer Saff, other than the line duties would be minimized for
the assstant chiefs, were not included. Again the researcher intended this to be starting point.
As dated in the literature review in severa cases, the people affected by any change need to be
included in the change process. Any change process has to start somewhere. 1t was decided to

dart with the gaff to at least explore the possihilities.



The officer saff responded much more specificaly with their concerns and possible
drawbacks of such an aternate schedule. As stated earlier, there were mgjor concernsin the area
of emergency response. Itemswere raised related to compensation. Union issues were dso
rased. There were some persona concerns expressed. They included time off issues and
whether any additional compensation would offset what was being earned with off duty part time
jobs. The researcher expected all of these in one fashion or another.

One area of particular sgnificance raised had to do with the very thing a schedule such as
the one presented could diminate. 1t was recognized by many of the respondents that the ties
that exist between the assigtant chiefs on 24-hour schedule are a benefit to operations. They are
part of the team on aday to day basis even though they are management postions. Would this
type of schedule in effect widen the gap between union and management? Would confidence
levels be diminished between the managers and the workers when they do not have the
experience of working and living together? Any change that would in effect creste more
problems than it solved would certainly not be worthiit.

The affects of this type of a schedule on the current assistant chiefs as well asthe future
people who would be digible to test for the position are a serious concern. The survey echoed
what was addressed in the literature review. People see the 24-hour shift as part of their lives
They grew up with this schedule and al portions of their lives revolve around it. As stated by
the respondents any change could result in mora problems for the department by placing people
in pogitions that they do not want to be. In looking at the lieutenants response on the last
question, two out of the four at this point would not apply if an dternate work schedule smilar to

the one presented was indtituted.



Alternative scheduling could improve operations at the City of Two Rivers Fire
Department. There are, however, many issues that need resolution. Thereis recognition by the
officers that the department has needs that require addressing. The literature does offer examples
of achievementsin other departments that have initiated dternatives. The question becomes one
of whether the Two Rivers Fire Department will loose more than it will gain by any changes

made to the scheduling of chief officers.



RECOMMENDATIONS
Asareallt of this study, the researcher concludesthat it isfeasible to dter the existing
working schedule for chief officers of the department. 1t has dready been done to some extent
with the x days. In some way this should be expanded or modified to meet the chalenges of
today’ s operations. It isinconclusive, a this point, whether the schedule that was used as part of
this study or one similar to it would ever be gppropriate for the City of Two Rivers given its
existing compliment of personnel and the uniqueness of the department itself. However, this
study concludes that some types of dterations are necessary to address the administrative
functions of the department and recommends the following.
1. The process needs to participatory incorporating input from throughout the
organizetion.
2. The hedth and safety of the citizens it serves and the members of the fire department
are of paramount importance.
3. The process of defining dternate scheduling should build upon the positive outcomes
of the x day concept dready utilized successfully by the department.

4. Any endeavor undertaken should be congtantly evaluated to determine effectiveness.
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TWO RIVERSFIRE DEPARTMENT LINE FUNCTIONS

ASSISTANT ASSISTANT ASSISTANT
CHIEF CHIEF CHIEF
LIEUTENANT LIEUTENANT LIEUTENANT
FIRE FIRE FIRE
FIGHTER FIGHTER FIGHTER
FIRE FIRE FIRE
FIGHTER FIGHTER FIGHTER
FIRE FIRE FIRE
FIGHTER FIGHTER FIGHTER
FIRE FIRE FIRE
FIGHTER FIGHTER FIGHTER
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SURVEY FOR ASSISTANT CHIEFS

The department is currently studying the feasibility of dtering the work schedule for the assstant
chiefs pogtion. The dteration being contemplated is away from the traditiona 24 hour
Cdifornia Shift Plan to another that would ensure more norma business hour coverage by the
adminigrators in these pogitions. The first two questions dedl with two concepts that are
currently in use in the department. Please evaluate. Space has been |€ft for additiona

comments. Please attach additional pieces of paper as needed.

1. Rate the work schedule (Cdifornia Plan) for its effectiveness asit pertains to the City of

Two Rivers Fire Department’ s assstant chiefs.

Ineffective Effective Very
Effective

1 2 3 4 5

Avallahility to internd customers

Avallability to externd cusomers

Coordination of adminigtrative duties

Adminigrative planning

Completion of specid projects assigned by
chief

Enhancement of communications with fire
chief

Enhancement of communications with fellow
officers

Enhancement of communications with fire
fighters

Enhancement of coordination with other city
departments

Enhancement of communicationswith
agencies other than city departments

Enhancement of emergency responses
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COMMENTS:

2. X-days were indituted to address the adminigtrative functions of assgtant chiefs. Rate

the effectiveness of x-days for the following categories.

Ineffective Effective Very
Effective

1 2 3 4 5

Avallability to interna customers

Availability to externd cusomers

Coordination of adminigtrative duties

Adminidrative planning

Completion of specid projects assigned by
chief

Enhancement of communications with fire
chief

Enhancement of communicationswith fdlow
officers

Enhancement of communications with fire
fighters

Enhancement of coordination with other city
departments

Enhancement of communications with
agencies other than city departments

Enhancement of emergency responses

COMMENTS:




3. The attached sheet is being presented as an example of an dternative work schedule for

chief officersin our department. It is meant to serve as agarting point only. Many

associated issues are involved and will need to be discussed by dl affected parties. To

begin the process, please eva uate the attached schedule. Space has been |eft for

additional comments. Please attach additional pieces of paper as needed. For the

purpose of this evauation assume that the following will be initiated with this plan.

1. Merit increase for assstant chiefs

2. Equitable vacation compensations

3. Increased use of acting classification personnel

4, Lessdaily line responsbilities

Ineffective

Effective

Very
Effective

4

5

Avallability to Internd Customers

Availability to Externa Customers

Coordination of Adminigrative Duties

Adminigrative Planning

Completion of Specid Projects assigned by
Chief

Enhancement of Communicationswith Fire
Chief

Enhancement of Communications with Fdlow
Officers

Enhancement of Communications with Fire
Fighters

Enhancement of Coordination with Other City
Departments

Enhancement of Communications with
Agencies Other than City Departments

Enhancement of Emergency Responses




COMMENTS:

4, Pease ligt in order of importance the benefits as you seeit in a plan of this kind.

5. Pease lig in order of importance the detriments of initiating this schedule for chief

officersin the Two Rivers Fire Departmen.
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SURVEY FOR LIEUTENANTS

The department is currently studying the feasibility of atering the work schedule for the assistant
chiefs pogtion. The dteration being contemplated is away from the traditiona 24 hour
Cdifornia Shift Plan to another that would ensure more norma business hour coverage by the
adminigtratorsin these positions. The firgt two questions ded with two concepts that are
currently in use in the department. Please evaluate. Space has been |€ft for additiona

comments. Please attach additiona pieces of paper as needed.

1. Rate the work schedule (Cdifornia Plan) for its effectiveness as it pertains to the City of

Two Rivers Fire Department’ s assstant chiefs.

Ineffective Effective Very
Effective

1 2 3 4 5

Avaladility to internd customers

Avallability to externd cusomers

Coordination of adminigtrative duties

Adminigrative planning

Completion of specid projects assigned by
chief

Enhancement of communications with fire
chief

Enhancement of communications with fellow
officers

Enhancement of communications with fire
fighters

Enhancement of coordination with other city
departments

Enhancement of communicationswith
agencies other than city departments

Enhancement of emergency responses




COMMENTS:

2. X-days were indituted to address the adminigirative functions of assstant chiefs. Rate

the effectiveness of x-days for the following categories.

Ineffective

Effective

Very
Effective

1

4

5

Avallability to interna customers

Availability to externd cusomers

Coordination of administrative duties

Adminidrative planning

Completion of specid projects assigned by
chief

Enhancement of communications with fire
chief

Enhancement of communicationswith fdlow
officers

Enhancement of communications with fire
fighters

Enhancement of coordination with other city
departments

Enhancement of communications with
agencies other than city departments

Enhancement of emergency responses

COMMENTS:




3. The attached sheet is being presented as an example of an dternative work schedule for

chief officersin our department. It is meant to serve as agarting point only. Many

associated issues are involved and will need to be discussed by dl affected parties. To

begin the process, please evauate the attached schedule. Space has been | eft for
additional comments. Please attach additional pieces of paper as needed. For the

purpose of this evauation assume that the following will be initiated with this plan.

1. Meit increase for assgtant chiefs

N

Equitable vacation compensations

3. Increased use of acting classfication personnel

>

Lessdaily line responsbilities

Ineffective

Effective

Avallability to Internd Customers

Availability to Externa Customers

Coordination of Adminisrative Duties

Adminigrative Planning

Completion of Specid Projects assigned by
Chief

Enhancement of Communications with Fire
Chief

Enhancement of Communications with Fdlow
Officers

Enhancement of Communications with Fire
Fighters

Enhancement of Coordination with Other City
Departments

Enhancement of Communications with
Agencies Other than City Departments

Enhancement of Emergency Responses




COMMENTS:

4, Pease ligt in order of importance the benefits as you seeit in a plan of this kind.

5. Peaseligt in order of importance the detriments of initiating this schedule for chief

officersin the Two Rivers Fire Department.

6. Would the change in the work schedule for the assistant chiefs to an dternate schedule,
smilar to the attached sample,
a be an incentive for you testing for the position.
b. be a detriment for you testing for the pogtion.

C. have no effect on you testing for the position.

PLEASE COMMENT:
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