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ABSTRACT

The Centrd Jackson County Fire Protection Digtrict provides fire, rescue and
emergency medicd servicesto the community. In addition to emergency medicd services, the
fire digrict provides non-emergency transfer services. When the fire district implemented the
non-emergency transfer service, the organization was willing to support this new chalenge and
to accept the problems that may come with the change. After a short time, the employees
identified ssgnificant problems with the service and its operations. The employees were feding
frustrated and ignored due to the expangion of the service. In addition, feedback from personnel
was being ignored.

The purpose of this research project was to identify why the expanded scope of
sarvicesfaled. Descriptive and action research were used to answer the following questions:

1.What part of the planning phase failed when initiating this change?

2.What part of the change management modd was maost important?

3.What drategies could be implemented to help facilitate a change in the future?

4.What part of the change process was most important to the employee?

A survey was developed and given to members of the organization. After compiling
the information, it was found that three important e ements are essentid to expanded scope
changes. They were employee involvement in planning, employee commitment to the change,
and communications.

It was recommended that an instrument be devel oped to address these € ements of

change and incorporate it in the change process.
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INTRODUCTION

The Centrd Jackson County Fire Protection Digtrict provides fire, rescue and
emergency medicd servicesto the community. In addition to emergency medicd services, the
fire digrict provides non-emergency transfer services. When the fire district implemented the
non-emergency transfer service, the organization was willing to support this new chalenge and
to accept the problems that may come with the change. After a short time, the employees
began redizing sgnificant problems with the service. The employees were feding frustrated and
ignored due to the expansion of the service. In addition, feedback from personnel was being
ignored.

The purpose of this research project was to identify why the expanded scope of
sarvicesfaled. Descriptive and action research were used to answer the following questions:

1.What part of the planning phese faled when initiating this change?

2.What part of the change management mode was the most important?

3.What drategies could be implemented to help facilitate a change in the future?

4.What part of the change process was most important to the employee?

BACKGROUND AND SIGNIFICANCE

The Centrd Jackson County Fire Protection Digtrict started providing an expanded
scope of practice in November of 1997. Thefire district started this service for severd reasons.
The current provider of the service went out of business due to violations with the State Bureau
of EMS. Since they were no longer available to provide the service, the fire digtrict decided to

provideit. Within our community, severa hedth care fedilities exis. We have one hospita and



severd nursing homes requiring non-emergency medicd services. In addition to filling the needs
that were lost due to the old provider, we saw a source of dternate funding. Most non-
emergency transfers are initiated from a hedthcare facility. Most of these transfers are covered
under insurance. Collections for these trandfers are gpproximately 95%.

To provide a steady stream of dternate funding, the fire district has entered into a
contract with the local hospitd to provide transfers exclusvely. Thefire didtrict has pending
contracts with severd skilled nuraing fadilitiesin thefire didrict. At the time of this research
project, those contracts were still under negotiations.

Since most trangfers occur during norma business hours, the transfer service has
alowed the fire digtrict to add an additional ambulance. The transfer ambulance was used to
handle requests for transfers. \When more than one transfer at a time was needed, the other two
ambulances were utilized for the transfers. However, one ambulance was dways available to
handle emergency cdls.

Shortly after the transfer service was started and implemented, personnd started to see
aneed for a change with the operations of the service. The unit was being saffed with overtime
personnd. Theincreasein cdl volume and the operationd deficiencies lead to the problem of
the employees not wanting to staff the transfer unit. After the employees felt that they were not
being listened to, they stopped signing up to fill the transfer ambulance. This sent avery loud
message to management.

In an attempt to remedy the problems, severd avenues for resolution were explored.
Management scheduled severd meetings for personnd to provide feedback and to discuss

problems about the transfer service. Ongoing e-mall discussions were introduced to gain insight



into the problems and to find solutions. A committee was established to tackle the problems
and provide solutions. Al three of these attempts a gaining solutions failed.

To fulfill the contract that the fire district had with the locd hospitd, the fire didtrict hed
to assgn personnd on amandatory bassto gaff the transfer unit. This placed the fire didtrict in
avery serious postion with the City of Blue Springs. The City of Blue Springs contracts with
the fire didtrict to provide emergency medicd service. The non-emergency transfer service
revenues were being used to offset the cogts of the emergency services.

If the city elects not to fund the non-emergency service, the growing costs of the
emergency service may force the city to bid the service out to a private, commercia provider.

If acommercid provider is dlowed to provide the service, the fire digtrict would suffer a
tremendous blow. Thefire district would lose 10 paramedics, two firefighters and an assstant
chief. But the biggest blow would be the continued struggle of judtifying the existence of the fire
digrict.

Another factor which lead to the problem with the transfer service was the fact the fire
digtrict was in contract negotiations with its bargaining unit. This provided additiond strain on
the change.

The impact of this problem made management change its direction and look at other
options. The firg goa was to have an eight hour ambulance for the transfer service. With these
problems however, management decided that the only way to make the service work would be
to get a 24 hour ambulance. This additiona unit would be used as an additional emergency unit

and the three units together would handle the transfers.



By solving the problem of implementing change, other executive fire officers could use
this as a case study to learn from and not make the same mistakes.

This project relates to the module on leadership in the Advance Leadership Issuesin
Emergency Medica Service curriculum. Organizationd leaders must develop avison,
communicate the vison and gain commitment for the vison. The firg objective was completed.
The last two were not completed however.

LITERATURE REVIEW

Changeisaprocess, not an event. It isan interruption of the status quo. When things
change within an organization, the organization will ress.  Many organizations will go through
changes. Mot people find it hard to change. We possess afear of the unknown and a
tendency to defend our territory (Williams, 1991). People are creatures of habit and tend to
like thingsthe same. But within any organization, change can occur in leadership, organizationd
culture, procedures, policies and new technology. In addition, new faces, employees,
coworkers and physical surroundings can change. Anytime a change involves dtering people' s
habits, they will resist (Williams, 1991).

Mog individuds like to experience new things aslong as it does not thregten their sense
of survival (Keil, 1994). Survivd for anyonein an organization is of paramount importance.
People need to fed secure in the environment in which they work. Many see it as something to
fear or they amply don't understand it (Frost, 1993).

When change is introduced, the organization will react in certain ways. Thefirst may be

the shock of dishelief. The second is an unsure or uneasy feding about management and what



they are doing. The third, people want to be part of process, and if left out, they will resst
(D’ Aprix 1996).

The biggest threat to change isto ignore those that will be impacted by the change.
People want and need to fed in control of the events around them (Kanter, 1991). People also
need to see a benefit to the change (Greiner, 1986). Even though some may resst, many see
change as a poditive or a challenge (Frost, 1993).

Change can only make an organization better by expanding the organization and the
sarvicesit provides. Change: you start by getting people to buy-in to avison on what the
change will look like in the future (D’ Aprix, 1996).

Changing conditions demand more srategic management and less traditiond planning
(Williams, 1991). Managers and leaders need to be better at managing the event and emotions
of the change then the event itsdf. Change should not bewilder us; it should chdlenge us
(Martd, 1986). Being innovative will help create that change.

Once a change is needed, the organization can prepare. Organizations must prepare the
employee for change (Kell, 1994). Many organizations use educationa programs to promote
drategic changes and to prepare the employee(Martdl, 1986). Managers and senior managers
need to understand what they do and don’'t know. Clearing up thisinformation is criticd to the
preparation (Duck, 1993). Failing to overcome bad information or misnformation will destine
the change to fallure (Bruegman, 1994). Preparing not only the employee, but also the manager
will greetly enhance the chance of success.

Another criticd factor in preparing an organization to change is feedback (Duck, 1993).

Creste a did ogue with them, guide them and provide them with feedback about the change and



how they are accepting the change (Duck, 1993). Even though the organization is preparing,
senior managers need to prepare. Change requires trandformationd skillsto include visioning,
mobilizing employees and guiding them to success (Fombrun, 1992). Skill development in these
areas are criticd to the success of the change. But probably the most criticd dement is
involving the employee directly.

When preparing for change, have those that are most impacted by the change help
develop the change (Duck, 1993). No one likes to be told what to do. Start by getting people
to buy into the new vison (Duck, 1993). Tdl them what is expected of them and st priorities
and deadlines (D’ Aprix, 1996). Managers and leaders need to involve the employeein
planning, decison-making and implementing changes.  In addition, make the employees vaues
coincide with the organization’s (D’ Aprix, 1996). Senior management must aso be involved to
support those to change by providing feedback and guidance (Chang, 1994).

Other key dements have been identified as being important to the change process.
Employee involvement, participative management and empowering employees to make
decisons (Williams, 1991). One effective way to gain employee involvement is through
employee groups. Coditions that are made up of the employees are clearly necessary in change
implementation (Kotter, 1995).

Sponsoring change is another criticd factor. Sponsoring are those individuds that will
help in the process or sustain the change (Heiss, 1993). However, managers are not necessarily
good sponsors. Employeesthat are effected by the change can be excellent sponsors of the

change (Heiss, 1993).
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Communication is an essentid tool for accomplishing change (D’ Aprix, 1996).
Typicdly, organizations underestimate the level of communication that must occur during the
planning and implementation cycle (Hall, 1993). Communication isatool that is often used
poorly and thoughtlessly (D’ Aprix, 1996). Communication needs to be proactive and two-way
(D’ Aprix, 1996). Managers must walk the talk and not givelip service. They say
empowerment but shoot down every new idea that comes from the employees (Duck, 1993).

L eaders are open communicators who provide information as well as listen to the input of others
(Duck, 1993). We must recognize our employees for their input and ideas and use them to
facilitate change (Williams, 1991). When managers or leaders are communicating with
employees, they must supply good information (Bruegman, 1994). Bad information or
misinformation can cause achange to fall (Duck, 1993).

Criticd dementsto consder during a change include employee input and strategic plans
for implementation. Managers must include employees a dl levelsin the change efforts (Kell,
1994). Managers and leaders must dlow lower groups of employees to solve problems that
they have first hand knowledge of (Greiner, 1986). In generd, dlow employees to control
where they want to be (McDermott, 1992). Successful change implementation is possible
through active problem solving across organizationd lines and with multidisciplinary groups
(Williams, 1991). Ultimately, change failure or success rests with the employee (Duck, 1993).
Without considering the employee, time iswasted. Our employees hold the key to success
(Williams, 19912).

Managers and leaders need to inspire employees. Ingpiring employees to initiate change

and to become change agentsis vitd (Williams, 1991). Innovation and input are keysto
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implementing change (Williams, 1991). Failing to produce change is because leaders and
managers have not alowed the employees to be part of the process (Kotter, 1995). How we
ded with change will set our organization culture for today and tomorrow (Williams, 1991).

Change drategy is needed to help facilitate change and manage change. Some change
drategies have been to tell the organization to trust management. However, cynicd people tend
to derail this gpproach if problems have occurred in the past in regards to trust (Duck, 1993).
Other grategies contend that understanding how pieces balance off one another and how
changing one dement change the rest. Sequencing and pace dso affect the whole structure
(Duck, 1993). Using ateam gpproach to strategic planning is fundamenta and effective
(Coggan, 1993). Thisdlowsinput from dl levels and gets the employee to buy-in.
PROCEDURES
Research Methodology

The desired outcome of this research project was to identify factors that attributed to
the problems with the non-emergency transfer service and its acceptance by the employees.
The research was descriptive in that aliterature review was conducted to explore how to plan
and implement change in an organization. The information that was gathered was based on
industry experts from the business sector. Expert information from the fire service was a'so
used.

The research was action research in that a survey was used to gather important
information from those that have been affected by the non-emergency transfer service. The

survey was sent out to 80 members of the organization. Sixty-six surveyswere returned. This



leved of feedback provided excdlent indgght into the factors which attributed to the problems
with the non-emergency transfer service.

Using common aress identified from the literature review, a survey was developed. In
addition, a post change assessment instrument was aso referenced for survey development
(Dobies, 1995). The purpose of the survey was to focus on planning and implementation
functions/ elements of change.

The information will be used to develop a change management instrument to be used by
management to successfully implement change in the future.

Limitations

The information gathered may not reflect the factors that have attributed to the problems
of the non-emergency transfer service. Most elements assessed were about management’s
performance. When the survey was given out, it was expressed that there would be no
repercussions from answering the survey. Truthful answers were wanted and necessary. The
level of confidence in the survey may not truly reflect the total organization. Sampling for the
organization would have required that seventy (70) surveys be returned to assure 95%
confidence leve in the survey.

RESULTS

There were 85 surveys distributed and 66 were returned for inclusion in the results
section of this paper.

1. What part of the planning phase failed when initiating this change?

Basad upon the survey results as shown in Appendix B the following eements were

identified as being critica points that falled during the change process. The planning process for
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this survey was identified as the time between the gtart of the planning process and
implementation. Thisincluded planning, communications and commitment. Employees
identified that it was unknown how to make corrective adjusments to problems and then how
the change would be communicated. In addition, management’ s atempt to explain the change
and the role of the employee was identified as an area that needed improvement. The
employees dso identified management did not solicit input and feedback about ongoing
problems. In turn, when feedback was received by management, corrective action was not
taken to make gppropriate adjustments or to correct problems.

2. What part of the change management model is the most important?

According to Williams (1991) planning and employee input are essentid for
successful change. In 1994, Bruegman wrote that communication was criticd for successful
change. And Heiss (1993) identified that sponsorship or commitment was aso paramount to
change and its success. Thenin 1996, D’ Aprix noted effective communication was an essentid
tool in accomplishing change. Fombrun (1992) suggested the employee played avitd partin
concalving and implementing a srategic change.

3. What strategies can be implemented to help facilitate a change in the

future?

Some change Strategies have been to tell the organization to trust you. What happensis
cynica people derall this approach by bringing up the past (Duck, 1993).

Another drategy isoutlined in eight basic seps.

1. Diagnosethe current Situgtion.

2. Sdect the highest priority of change.



7.

8.

Gain top management commitment and engage employee in planning.
Involve other playersin the change.

Develop an improvement team.

Do atrid process.

Implement the change.

Reevd uate and recycle lessons learned.

Each of these basic Seps are essentia to managing change (Chang, 1994). Applying abasic

model will enhance the &bility of the organization to lead and direct change.

4. What part of the change process is most important to the employee?

Of the 66 respondents to the survey, 42 said that planning was the most important

element within the change process. Contrary to this, 18 employeesidentified that

communication was just as important as planning. Of the 66 employees, Six identified that

commitment to the change was essentid to the overall process.

14

Planning for the change is essentid. Both Williams (1991) and Heiss (1993) established

this same element for successful change. Employees want to be part of the process. Leaders

and managers must acknowledge the fact employees want to have some control on what

happens to them.

DISCUSSION

The relationship between the results of the survey and the literature review are smilar.

Through the survey, employees suggested management had failed in its attempt a planning,

implementing and sugtaining the non-emergency transfer service. The survey aso showed
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management did not involve employees in the planning and devel opment of the change.
Employee involvement is critical for the change to be a success (Williams, 1991).

The survey reveded management was committed to the change. However, the
employee commitment level was not as strong. Managers may not be the best sponsors of
change; employees tend to fill the role better (Heiss, 1993). Since employees are the ones most
likely to be affected by the change, managers need to create an environment that will support
the change. The employee will work in the system on a daily basis and must acknowledge the
new way of doing things. In contrast, managers seldom experience the daily problems that
employees encounter.

Communication was identified as an essentid part of the process. Communication
needs to be proactive in the change process and not reactive (D’ Aprix, 1996).

Communicating with the employeesis the only way they will know the who, what, when, where,
and how of the change. Communicating can be done the “Manage By Waking Around” way
(McDermott, 1992). Vidgt with employees in non-threatening ways and build arapport with
them. Learning to ligen isjust asimportant as speaking.

Panning, commitment and communication need to be given serious congderation when
developing and implementing change. Organizations will be able to benefit from such efforts.
Organizations will see improved relationships between labor and management. An
organizationd culture will be created which embraces change and expects change.
RECOMMENDATIONS

The discussion and literature review sections of this paper support severd areas that

need to be consdered when planning, implementing and evaluating change. Thefirg is
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employee involvement in planning. Employees hold the key since they are the gatekeepersto
the success of change. They want to be involved in what hgppens to the organization and to
them. Failing to involve employees in the process will destine any change for falure.

Employee commitment to change has to be established aswell. Employees need to see
what isin it for them. They need to see the benefit in changing from the status quo. Even when
faced with possible downsizing, the fact employees see it may not be enough to encourage
change. Urgency to change must be included in the process. The “not if, but when” mentdity
needs to be engrained into the employee.

Communication has been used as areason for change failure. Inthiscase, it istrue.
Communication strategies need to be developed. The basis behind communication is to provide
essentia information to employees. Letting them know the who, what, when, where, why and
how isvitd. Communication isan ongoing process during the change. Dally, weekly and
monthly updates need to be delivered to keep employees informed.

Including employees in the planning and implementation phases of change will increase
the probability of successful change. Using a planning document that incorporates the
information found in Appendix A will engble the organization to better plan, implement and

evduate change in the future.
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Appendix A
Organizational Change Assessment Survey

Executive Fire Officer Program
Applied Research Project

I am gathering information about the planning, implementation, and evaluation of the
non-emergency transfer service that our organization recently started. Please take a few
minutes and rate each aspect of the change process on the scale of 1 (not true) to 4 (very
true). This information will be used for research purposes.

|.  Planning

Prior to implementation of the change, | knew...

1. Thescopeof the changeto include al operationd issues.

2. Who would be affected.

3. Thedesired results.

4. How people would respond to this change.

5. Theimpact of this change on the employees.

6. The results of staying with the status quo. Providing the same services.

7. The economic influences on this change.

8. The palitical influences on this change.

______ 9. Theregulatory influences on this change.

_____10. Thetime needed to implement this change.

____11. Thedaffing needed for this change and how it would be handled.

12, Themoney needed for this change.

13. Other resources needed. (equipment, etc.)

14. Who the decision makers were.



15.

16.

17.

18.

How monitoring was going to take place.
How to make corrective adjustments to problems.

How the change would be communicated prior to the change. The what, by
whom, and to whom.

How to communicate during the change trangtion, what to communicate and
to whom.

[I. Commitment

Prior to the implementation of the change...

19.

20.
21

22.

Management was committed to the change. (buy-in)
Employees were committed to the change. (buy-in)
The organization had continued support for this change.

There was a commitment by those that controlled the resources. (City)

[1l. Communications

Prior to the implementation of the change. ..

2.

24,

25.

26.

27.

28.

29.

Management involved the employees in the implementation planning.

Management explained the change, the who, what, when, where, why, how
and the role of the employee.

Management explained the change to the recipients of the new service.
Management solicited input and feedback ongoing about potentia problems.
Management encouraged al to ask questions.

Management planned how to keep al informed.

Management accepted feedback about the change and made adjustments
accordingly.



Of the following elements, please select the one (1) element that you feel is most
important to the change process.

Panning Communication Employee Buy-in

Commitment Management Buy-in

21



Appendix B

TableB1

Planning Elements of Change

Element Mean Rating

1. The scope of the change to include al operationa issues. 1.36

2. Who would be affected. 2.72

3. The desired results. 2.54

4. How people would respond to this change. 2.45

5. Theimpact of this change on the employees. 1.45

6. Theresults of staying with the status quo. 1.90
Providing the same services.

7. The economic influences on this change. 1.63

8. The paliticd influences on this change. 1.63

9. Theregulatory influences on this change. 1.45

10. The time needed to implement this change. 1.45

11. The gtaffing needed for this change and how 1.45
it would be handled.

12. The money needed for this change. 1.54

13. Other resources needed. (equipment, etc.) 2.00

14. Who the decision makers were. 1.54

15. How monitoring was going to take place. 1.00

16. How to make corrective adjustments to problems. 1.36



17. How the change would be communicated prior to
the change. The what, by whom, and to whom.

Table B1 continued

Planning Elements of Change

1.18

BElement

Mean Rating

18. How to communicate during the change transition,
what to communicate and to whom.

Table B2

Commitment Elements of Change

1.27

Element

Mean Rating

19. Management was committed to the change.
20. Employees were committed to the change.

21. The organization had continued support for
this change.

22. There was a commitment by those that controlled
the resources. (City)
TableB3

Communication Elements of Change

1.72

2.63

3.36

1.90

BElement

Mean Rating

23. Management involved the employeesin
the implementation planning.

24. Management explained the change: the who,
what, when, where, why, how and the role of
the employee.

25. Management explained the change to the
recipients of the new service.

2.00

1.36

1.18



24

26. Management solicited ongoing input and feedback 1.18
about potentid problems.

27. Management encouraged al to ask questions. 1.72
Table B3 continued

Communication Elements of Change

Element Mean Rating
28. Management planned how to keep al informed. 1.27
29. Management accepted feedback about the 1.18

change and made adjustments accordingly.

TableB4

Employee Identified Important Change Element

Element Mean Rating
Panning 42
Communication 18

Commitment 6

Employee Buy-in 0

Management Buy-in 0
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