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 TC "Why Plan?" \f C \l "1" WHY PLAN?


It has often been asked by department employees “Where are we headed and how will we get there?”  These questions are frequently asked of many fire service leaders because firefighters want to know what the end result of their time and energy will be.  They want to know what their future will be like and why they come to work every day.  Similarly, civic leaders often want to know what the fire department is doing to assure the quality and level of protection their community deserves.  The answers to all of these questions can be answered in a strategic plan.  Without a well thought out plan, a department will of course still manage to operate, but often will find itself meandering dangerously through existence and in the process waste time, money, and other valuable resources.  
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White River Township, located in northwest Johnson County, Indiana, is one of the state’s fastest growing communities in terms of population and new housing starts.  The White River Township Fire Department serves the most populated section of the township, which it has done for over fifty years, from three fire stations located throughout the department’s district.
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Growth in the area has seemingly gone unchecked for at least the past thirty years, leaving the district’s public infrastructure lagging far behind.  The fire department itself has also not kept pace with this unparalleled growth and is beginning to see the effects of increasing calls for help, widening response times, lack of adequate staffing, and diminishing sources for funding.  This growth is anticipated to continue for many years and the fire department will need to be better prepared, not only for the safety of the community that it protects, but for its employees as well.

This strategic plan will cover several areas of the fire department’s operations and offer recommendations as necessary based on research done throughout the project.  Many different sources of information were utilized, through the help of the department’s senior officers and staff, in order to provide accurate and sound advice in preparation for the development of the final written plan.  Much of the planning and research that has already been done, however, has been ongoing for several years in preparation for this plan.
The fire department, through the increased dedication and experience of its members, has gotten progressively better at handling the day-to-day operations of responding on calls for help.  It has, however, fallen short traditionally on forward thinking and growth planning.  This has led to a general atmosphere of reactivity instead of pro-activity when it comes to decision making, especially in the long-term.  What is emerging now is a fire department that is becoming less respondent, almost lethargic in some cases, when faced with critical strategic planning situations.
In early 2003, all of the department’s leadership staff met for a single-day workshop that centered on developing a committed workforce to establish a strategic plan that would address the lack of forward thinking.  This plan would give the department a roadmap to the future and help guide the very critical decisions that would need to be made over the coming years.  This began a newly refined pledge toward growth planning and a commitment to truly consider long-term affects of today’s decisions.  
Still today the strategic plan has not yet emerged from just an idea to an actual working document.  It appears the effort has lost direction as well as the emphasis on its importance primarily due to the current leadership directing its endeavors elsewhere.  This plan is the fruition of continued persistence in the development of such a project.

As previously mentioned, the underlying purpose of this plan is to gather and analyze the necessary information needed to help guide the fire department into the future.  Without this plan, the department will continue to function as it does now, which is essentially without the proper guidance and consideration of the long-term ramifications of today’s decision making.

As with most businesses today, the fire department is feeling the affects of an ever-changing economy.  It is experiencing pressure from the local government to do more with less and to not cut corners in the process.  This is why fundamental research is important as well as necessary in most cases.  The fire department does not want to reinvent the wheel, but at the same time may need to be an industry pioneer because of the unique situation it is in.  All of these issues have forced the fire department to begin thinking about the future and how it will respond to the environmental changes that are occurring all around it.  A solid strategic plan will help facilitate these changes and lessen the burden on its employees throughout the process.

Upon completion, it will be found that there will be many major changes required in order to facilitate the growth the department is currently experiencing as well as the anticipated growth over the next decade and beyond.  It is the primary intent of this plan to offer a researched-backed solution to this ever-growing problem so that the leaders of the department will be better equipped to make critical future decisions.

 TC "History of the Department" \f C \l "1" HISTORY OF THE DEPARTMENT
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The White River Township Fire Department was established in 1952 during an organized meeting of the homeowners in the Smith Valley Community.  At the time, fire service was provided by other area fire departments such as Perry Township and the City of Greenwood.  Because of the new and expanding settlement, as well as the distance from these other agencies, the community decided to form its own volunteer Fire Company.  With only a handful of volunteers, the area’s first fire department was born.  The original name was the Smith Valley Community Volunteer Fire Department but was later changed to the White River Township Fire Department to more accurately reflect the department’s geographic response area.  The area’s community center served as the first fire station until 1956 when it moved to a new building on Runyon Road that was more suited for a fire station.  Throughout the 1960’s, 70’s, and 80’s, the department operated out of this facility that was built by volunteers using donated materials.  The building was remodeled and expanded several times throughout the time period, each time in response to the steady increases in volunteers and call volumes.  In 2007, the building was replaced with a new facility and sold.  In 1991, the department opened its second fire station, which was built in response to the growing call volume at the north end of the fire district.  This growth continued, and in 2001, the department opened its third station, which also currently serves as the department’s administrative headquarters.
The fire district itself is approximately twenty-two square miles in area and includes two major state highways, five elementary schools, two middle schools, over one-hundred significant bodies of water, four major big-box retailers, over five-hundred other commercial facilities, and nearly ten-thousand homes and apartments.   In 2006, the department responded to 1,651 calls for help, of which 66% were medical-related and the remaining 347% were fire-related.  For the purposes of use throughout this plan, motor vehicle accidents, because of treatable injuries, were considered medical-related and counted in that category.

 TC "History of Planning" \f C \l "1" HISTORY OF PLANNING


The department began formal efforts of developing a long-term strategy in 1997 under the direction of then-Fire Chief Michael Dutton.  The first round of planning centered on a ten-year plan and focused primarily on financial issues that plagued the department.  This plan was developed in conjunction with the department’s financial consultants at the time.  Once the plan was developed, which took approximately six months to complete, it was unfortunately never followed or updated.  
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It wasn’t until early in 2003 that planning was once again brought to the forefront and a new plan was started.  In May of the same year, all of the department’s officers and department heads met for a full-day planning retreat.  It was at this retreat where the department’s mission and vision were examined along with a session of proactive futuring conducted.  It was also determined that a ten-year plan with a five-year focus would be more realistic and effective.  Subsequent to the retreat, focus groups were formed to define objectives and action plans according to established goals. These groups provided broad participation in the development of the plan.
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The original plan was finally completed in mid-2005 and presented to the Fire Protection District Board for review and certification.  The plan was also presented to the entire staff of the department at that time as it is important that the department’s employees know the direction of the White River Township Fire Department and the budgetary impact over the next five to ten years.
Although the plan was initially completed, planning will not end there.  The plan is designed to be a “living” document and cyclical in nature.  It will constantly be evolving and changing as necessary in order to maintain the course that the department has designed through its vision and mission statements.
ENVIRONMENTAL ASSESS TC "Environmental Assessment" \f C \l "1" MENT
Today’s modern fire service is continually undergoing transition. It is critical that the White River Township Fire Department has a vision that guides the organization toward excellence. This can only be achieved through deliberate planning and action. There is a quote that states, “Those that fail to plan, plan to fail.” The fire service is operating in a dynamic environment requiring adaptability to a future that rewards those who embrace challenges and opportunities.  The White River Township Fire Department fully intends to be at the forefront of that future.

Because of its unique legal status as a Fire Protection District, the largest of its kind in Indiana, the White River Township Fire Department has faced enormous challenges relating to the explosive growth transpiring in the area.  What was once a sleepy bedroom community has grown into a thriving suburb of Indianapolis with all of the accompanying problems and obstacles associated with such a designation.  Population, traffic, infrastructure, and the resulting stress on the fire department have all increased substantially over the past fifteen to twenty years in White River Township.  According to census data supplied by White River Township Assessor Susan Wayman, population alone has nearly doubled since 1987, as shown below in Figure 1.  Although census data was last collected in 2002, it is estimated using a trend analysis that the population of the White River Township Fire Protection District in 2008 is at or near 37,000 persons.
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            Figure 1
Part of this population boom can be attributed to the rapid rise in multi-family dwellings, such as apartments, condominiums, and town homes.  In 1997, there were twelve multi-family units solely in the form of duplexes, and by the end of 2007, there will be nearly 1,500 units either already occupied or under various phases of construction.  Also, according to the assessor, residential housing has also exploded in recent years with annual new housing starts up almost eight times what they were in the late 1980’s.  At the present rate of development and using historical data as a guide, build-out of the habitable portion of the fire district could be realized within the next twenty to thirty years.  Anticipation of such an event should be taken into consideration within a ten year swing in either direction of this estimate.
With the added population also comes an increase in traffic counts.  As more and more housing and development takes place, more and more traffic on the roads occurs.  Not only is White River Township experiencing a building explosion, but so too are surrounding communities like Greenwood and Bargersville.  This has led to even further traffic due to pass-through, as well as patrons visiting stores, restaurants, and other venues within the fire district.  Complicating matters here also are the very few road improvements that have taken place over the past twenty years.  Even though they have been consistently re-paved, most of the county roads are still in their original configurations with respect to lane width and roadway design and were never intended to handle today’s traffic.
One of the issues at the forefront of the department’s renewed commitment to forward-thinking is future fire station locations.  With the volatile growth that continues throughout the fire district, it was realized that acquiring land for future stations must become a top priority.  Land is being sold off to developers at an impressive rate and finding land in geographically ideal locations is exponentially going to become more difficult as time goes on.  Accompanying the disappearance of suitable land is the ever-increasing cost of acquiring the property.  Land costs have risen dramatically and this trend will most likely continue as available land is used up.  Once all of the future locations have been determined through careful analysis, the department must prioritize the list of land acquisitions and then develop a concrete plan to execute these purchases.
Related to the issue of future fire station locations is the quickly-growing problem of increasing response times.  Attributed to the sheer growth within the fire district as well as the added responsibilities of fire crews, response times to the scenes of calls have slowly, but noticeably, grown longer.  With the goal having been set of complying with the NFPA standard regarding response times, the department must develop ways to combat this issue by reversing the current trend or at the very least prevent it from worsening.  Every thirty seconds that passes, a fire doubles in size (Crosby, sec 3) and a cardiac arrest victim’s chances of survival diminish by half (World Safety) thereby requiring prompt arrival of qualified and capable fire department personnel.  In order for the department to uphold its underlying mission, it must be able to respond to these calls in the shortest amount of time possible.  A ten minute response time could yield a fully-involved kitchen fire from what was once a simple oven fire and also could literally mean the difference between life and death in the cardiac arrest victim.  Extended response times simply cannot be allowed to happen as safety of the crew and the outcome of the emergency often directly rely upon the efficient delivery of the department’s services.
In order to meet the demands of the increased call volume through this time of growth the department has had to expand its management staff.  This rapid increase has led to many leadership “growing pains” primarily due to the quagmire of varying management skills and experience of the current staff.  This brisk internal expansion has created a host of growth-related issues such as areas of weak leadership, a diminishing talent pool, and even disenchantment among some employees.  This arrangement has even led to strife between some members of the management staff, creating a sometimes unpleasant and unnecessarily stressful atmosphere.  With the amount of growth within the fire district that can easily be foreseen, this situation must be addressed sooner rather than later.
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Another vital issue alarming the fire department revolves around staffing.  In order for the department to provide its services and maintain compliance with NFPA and other governing agencies, the department’s staffing levels need to be adequately secured and maintained.  Of particular concern here is not only the total number of crews available, but also the size of each individual crew.  A lack in either area can present a significant safety hazard, especially for the individual crew member as workload and overall stress increases.  To promote a greater existence of safety, crews are being trained for specific job functions depending on the type of apparatus they are assigned to, such as an engine company or ladder company for example.  By utilizing this approach, incident commanders can divide job tasks into sectors and then by crew configuration.  This in turn maintains crew cohesiveness and ultimately leads to more rapid and organized scene mitigation.  The faster a fire scene is brought under control, the less risk there is of an injured firefighter and the better the chances of survival of a trapped occupant.  
To complicate matters more, the daily call volume continues to rise, resulting occasionally in call overlap.  Therefore, crew availability is diminished which often leads to calls for mutual-aid from other area departments.  Calls for mutual-aid result in increased response times as well as increased work loads.  In these cases, initially arriving crews must often work alone for an extended period of time until additional help arrives.  The department must respond to this increase in calls as well as anticipate the future needs for staffing in order to maintain the highest level of safety possible.
At the heart of all matters is funding.  Without proper funding, future fire stations, response times, improvements in leadership and adequate staffing levels will not be possible.  The consequences of such a failure are unconscionable.   Therefore, the department must do all it can to not only acquire, but also secure, a sufficient level of funding in order to provide necessary services, all while maintaining firefighter safety.  Currently, the fire department functions within a maximum tax levy that is set too low.  However, a major victory was achieved in 2003 when the maximum tax levy, that was originally set in 1987, was allowed to be raised based on a one-time growth tax appeal.  This was a major step in the right direction, however still far short of the required funding necessary to accomplish the vision set forth by the department as a whole.  Therefore, it is imperative that the department continue to move forward with plans to obtain proper funding in order to stay ahead of the growth curve and maintain a high level of safety for its employees.  Fire department leaders have in the past exhausted all potential avenues of increasing funding without changing the legal structure of the department.  If the legal structure is compromised, then annexation will be permitted to take place by neighboring municipalities.  This annexation would have a direct impact on the size of the district thereby actually reducing revenues available by reducing the size of the tax base.  Because changing the maximum levy is not possible through any other existing means, the only known available option is a change in legislation.  Legislation aimed at allowing fire districts to raise their maximum levies without the unwanted side-effect of annexation, would need to be drafted.  This issue, because of its political nature, will be the focus of fire department leaders for years to come.
 TC "Significant Factors Affecting the Future" \f C \l "1" SIGNIFICANT FACTORS AFFECTING THE FUTURE

The following are factors identified as “significant” that will affect the future of the department and its intended course to achieve its mission.  These factors were identified following a SWOT (Strengths, Weaknesses, Opportunities, and Threats) analysis.  The full SWOT analysis can be reviewed in the marketing section of this document.
· Customer service expectations are expanding beyond the basic levels provided by the fire service in general.  The department is expected to provide more in this area than it has in the past.  This trend is expected to continue.
· Achieving flexibility to the changing environment of emergency services.  The department must remain responsive to changes that are constantly occurring throughout the industry.
· Demand for higher levels of professionalism from both inside and outside the fire service.

· Increased demand for services with shrinking budget allocations.  Essentially doing more with less.

· Increased competition with the private sector.  Although the tendency toward privatization has slowed in recent years, the threat is still one that must be realized.
 TC "Vision Statement" \f C \l "1" VISION STATEMENT
We are wholly committed to be a superior emergency service organization which continually improves the quality of service delivered to our customers, the citizens of White River Township.  This will be accomplished by providing service from four fire stations strategically located throughout the fire district and staffed with high-quality, highly educated and specialized crews.  Congruently, the department will continue to evolve from an all-volunteer organization toward the all-career agency that will be required in the future.  This will be achieved by strengthening current relationships and bonds  throughout the community all while forging new ones along the way.
The vision statement is a product of several years of pre-development that was brought to a consensus at the planning retreat held in May of 2003.  After a session of proactive futuring, the “vision,” as it is seen today, was born.   One of the biggest components of the vision is how to deliver the department’s services and from how many fire stations.  After months of studies and discussions, it was determined that by following the recommendations of the National Fire Protection Association, this could satisfy the vision with a total of four fire stations.  This would later become the basis for the rest of the long-term planning process.
 TC "Mission Statement" \f C \l "1" MISSION STATEMENT

To effectively and efficiently provide professional services to our community.


Updating of the mission statement was actually one of the first steps completed in the quest for a long-term strategic plan.  The original statement, in place since 1952, was replaced in early 1997 at the department’s first organized strategic planning session.  As it turned out, the majority of the first day of the retreat was spent on the careful wording of the statement.  Although mission statements are not typically crafted in one day, this one was.  That mission stood for over a decade, and in early 2007 was replaced yet again, as the department continues to refine itself through time.  This statement too was crafted at a retreat and today serves as a testament to the commitment of the department to both the community and to its employees.
 TC "Organizational Values" \f C \l "1" ORGANIZATIONAL VALUES

The White River Township Fire Department is committed, but not limited to, the following organizational values as developed by its employees and management:
· Communication throughout all levels of the agency;
· Continued community service and community involvement;
· Customer and employee satisfaction;
· Diversity in the workplace;
· Honesty and integrity of every employee;
· Innovation of products and services;
· Loyalty, commitment and trust from all levels of the organization;
· Maintaining accountability of actions;
· Strong leadership and teamwork;
· Professionalism;
· Provide a safe working environment;
· Service excellence;
· Training competency achieved through continual retraining.
 TC "Quality of the Work Environment" \f C \l "1" QUALITY OF THE WORK ENVIRONMENT
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The White River Township Fire Department is unmistakably a service organization.  The department must provide consistent movement towards improving the overall work environment and safety of its employees. A focus on quality of life issues will not only facilitate improving valuable employee resources, but also improve their performance in serving the department’s ultimate customers.

Maintaining accountability of actions throughout the organization is, and shall remain, a priority of the management staff.  Each employee must understand what is expected of him or her and what actions will be taken to assure compliance.  This not only holds true for the firefighting workforce but the management staff as well up to and including the Chief of the department.

The citizens of White River Township have come to expect excellent service from their fire department.  This level of service will be maintained or raised in the future, but not at the expense of firefighter security or safety.  Safety of the department’s personnel remains the number one priority which includes not only scene safety, but workload, stress levels, and other contributing factors as well.  All new programs and procedures are measured against this very issue before implementation.

It is the intent and goal of the management of the White River Township Fire Department to provide a clean, safe, and healthy work environment for each of its employees.  Through provisions addressed in this plan and with the cooperation of the Fire Protection District Board and other governing authorities, this goal will be accomplished and maintained.

 TC "Employee Morale" \f C \l "1" EMPLOYEE MORALE

All organizations must strive to improve morale and reduce apathy. Ignoring apathy and poor morale leads to mediocrity. The management team must be committed to providing leadership that reduces apathy and raises morale. This will allow employees to operate in an environment that places high value in their contribution toward making White River Township Fire Department one of the best in the state of Indiana.
Enthusiastic and energetic employees optimize performance.  Currently, there is a tremendous amount of change taking place throughout all levels of the organization. It is essential that it be understood that the rate of change is unsettling for some employees. While there is a mandate by the community and industry to evolve, this change must be orchestrated in order to insure a smooth transition and reduce anxiety of each of the participants.

 TC "Communication" \f C \l "1" COMMUNICATION

Most organizations can use improvement in the area of communication. The White River Township Fire Department is no different. There needs to be dialogue between the management team and employees, between co-workers, and between shifts.  Consistent communication is indicative of a high-quality organization.  Current, accurate information is an important tool for management, and fortunately its costs are negligible.  Information is one resource whose deficiencies are most subject to managerial correction.  The department is committed to addressing these issues through planning to correct and improve communications both internally and externally.
 TC "Professionalism" \f C \l "1" PROFESSIONALISM

The broad category of professionalism relates to goals that focus on improving the performance of the employee and ultimately the department. This is one area where the department has excelled at a rapid pace over the last ten to fifteen years.  Along the way, the department has endured the pains of growing from an all-volunteer force to the combination department it is today.  This trend will continue into the future ultimately leading to an all-career fire department.  It is the professionalism and dedication by its employees that has promoted the process that continues to put the White River Township Fire Department at the forefront of professionalism.
 TC "Empowerment of Employees" \f C \l "1" EMPOWERMENT OF EMPLOYEES

Empowerment is a transfer of authority and responsibility to members for making, enacting, and justifying (independent) decisions, within the guidelines previously set forth by the White River Township Fire Department.  These actions are done by employees without fear of reprisal to successfully perform their respective assignments.
The White River Township Fire Department wants to have an empowered workforce that provides excellent service to all individuals served.  The department has gone through a recent era where employees were discouraged from utilizing their decision-making power through subtle and sometimes blatant upper-management over-riding decisions.  Divergent approaches using micro-management techniques have led to the current feeling that many employees are not properly empowered.
 TC "The Discipline of Teams" \f C \l "1" THE DISCIPLINE OF TEAMS

The fire department operates on a team-driven principle in many areas of its daily operations.  Never is this more evident than on the fire scene.  However, this concept has been slow to migrate into just more than fireground operations.  The main question that arises is what makes teams perform and how could this concept work into the daily operations of the department?  This section will address these questions and also recommend what officers can do to enhance the overall effectiveness of a team.

First, it must be accepted that a team cannot exist without good performance and that the terms “team” and “good performance” are inseparable.  In order for the department’s officers to more effectively utilize teams, they must know precisely what a team is and what it is not.  The term “team” is utilized all too frequently in today’s society.  In the fire service for example, many of the officers will consider the entire department a team, when in reality this is not the case.  The test here is accountability.  
Each person on the department has a specific role and responsibility that in most cases does not involve anyone else.  This all changes though on the fireground where there is mutual as well as individual accountability.  In this scenario, the group would then be identified as a team mainly because of the common goals involved and the incremental performances of each person on the team toward these goals.


Next, what makes up an effective team and how does the department accomplish establishing one?  First and foremost, a team must have a common commitment, because without it a team is nothing more than a group of people working together.  Secondly, a team must have a meaningful purpose.  A purpose can be a dynamic thing, changing throughout the life of the team, but everyone on the team must collectively agree.  Third, a good team will have specific goals.  The goals are there simply to remind each team member of their purpose.  These goals should be specific and measurable.  Fourth, teams should consist of two to twenty-five people.  Any more than that it gets difficult for team members to interact collectively and hold themselves jointly accountable.  Fifth, a team must have the correct, diverse mix of skills available.  The team should be made up of members with the skills necessary to do the job including technical, problem-solving, and interpersonal skills.  Lastly, a team must hold itself accountable as a team.  At the core of this accountability are trust and the promises that individual members make to the team.


After extensive research on the topic, it is quite evident what makes the difference between a team that performs and one that does not.  Historically, the department has produced several real-world scenarios that are good examples.  In one example, the department has been known to establish groups of people to tackle small projects that occur from time to time.  The single biggest downfall is that one of the bosses will first ask for a group of “volunteers” to be on the team and additionally appoint individuals, regardless of their willingness to participate!  Immediately, the “team” is a group of people most likely lacking the necessary skills to get the job done.  Accountability is uncontested since half the members cannot trust the other half or simply refuse to work together.  A common commitment, specific and measurable goals, and a meaningful purpose are rarely developed in most of the teams with this type of makeup.  In fact, some teams are so unproductive that one individual will be the only working member.


The officers of the department need to focus more on team formation and take the time necessary to set them up correctly.  With the depth of the available talent and the experience pool from which to work with, it appears the only lacking principle is the formation of the team itself, something that with a willingness to commit, will overcome itself in time.

 TC "Leadership" \f C \l "1" LEADERSHIP

Leadership is having the capacity or ability to lead (to show the way to, by going in advance). It is a skill and an attitude that enables one to get others to accomplish the objectives that you establish.  Strong leadership is a vital necessity in today’s fire service.  It serves as the backbone from which all areas of the department are permitted to function.  It is important to continually assess the pulse of the department, which can be accomplished through a variety of means such as surveys and constant communication.

Effective leadership skills are needed in both the fire station as well as on the fire ground.  It takes a dedicated and willing individual in order to master both of these arenas.  Unfortunately however, many of today’s fire service leaders have gotten their positions not based on academic merit or leadership ability, but based on either seniority, the simple desire to move up in the organization, or other factors.  Rank should come as a consequence of good leadership skills and ability and not as a reward for tenure or other means.  According to industry leader Kevin Brame, the development of leadership must begin within the individual and not from the badge (par. 18).  The first evidence of this type of thinking becoming prominent was noted by Professor Max Depree in 1989 when he indicated that an effective leader must first become a servant and a debtor.  Fire service leaders should be developing their legacies through the development and service to those who they leave behind and not just working toward retirement.  Modern leadership in the fire service is basically a new and untested discipline that will require much time and adaptation to prominently develop; fortunately it is an arena that many of today’s leaders will already be able to fill.

The main concern today is how the fire department will address the modifications in leadership necessary to achieve the positive change needed to accommodate the rapid growth in the community.  This is probably one of the single most important questions to ask as it deals directly with leadership and change.  Without an effective group of leaders and change agents on the front lines, the rest of the department will eventually fall off course and be ill-equipped to handle the effects of a growing community.

In preparation for addressing this concern, an organizational change analysis and an employee leadership survey were prepared.  Using the results of these two tools, the question will thereby be addressed in two distinct parts.  In the first part, the organizational change analysis will follow John P. Kotter’s eight stage process as outlined in his book Leading Change.  The second part of the question will outline the interpretation of the survey results and offer an accompanying recommendation.

        Organizational Change Analysis
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The first stage of the organizational change analysis, establishing a sense of urgency, is one that most leaders underestimate the enormity of.  Additionally, in order for this sense of urgency to be effective, cooperation on all levels is extremely critical.  However, in order to get cooperation, a sense of urgency must first be demonstrated.  In an organization with 100 employees, at least two dozen must go far beyond the normal call of duty with respect to cooperation to produce a significant change (Kotter 35).  Current fire department leaders, as well as those of the past, for the most part have failed to demonstrate urgency and the need for cooperation with regard to change.  It is of general opinion that this complacency has become commonplace and for the department to grow, this attitude must change.  Although there are many ways to push the urgency level up, the following are relevant to the needs of the fire department.

1) Eliminate obvious examples of excess.  The senior management staff should take this project on as there are many areas in need of clean-up and waste reduction.  Areas such as overtime, maintenance, staple supplies, and vehicle mileage are in desperate need of immediate attention, just to cite some quick examples.
2) Set productivity and customer satisfaction targets so high that they cannot be reached by conducting business as usual.  This could be accomplished by “raising the bar” on what is expected from individual employees and supervisors alike.  Reaping the benefits from a customer feedback card could also be beneficial.
3) Send more information about customer satisfaction and financial performance to employees.  Again, utilizing the customer feedback card along with distribution of monthly budget reports could easily be accomplished.  Inclusion of this information in the department’s newsletter would also help.
4) Put more honest discussions of the department’s problems in the bi-weekly newsletter.  Doing so would cut down on “happy talk” and provide more critical information directly to employees.  This would also reduce the amount of “cheerleading” and help the officers concentrate more on the vital and sometimes unpleasant issues facing the department.

The next stage in leading change is creating the guiding coalition.  Many people in the fire service believe that the Fire Chief is solely responsible for leading the agency in change.  This is however simply not the case as it requires a much more powerful force than one person alone can provide.  “Through the process of many people working together with savage persistence towards a common end, extraordinary achievements can be realized” (Collins, Porras 82).  This has never been more evident than in today’s society where we are in a fast-paced environment.  Therefore, department leaders must realize the importance of establishing quality teams of individuals.  “Only teams with the right composition and sufficient trust among members can be highly effective under these new circumstances” (Kotter 55).  There are four key components to establishing the kind of team necessary to direct the change effort.

1) Position power.  The department must assure that there are enough key players on board so progress is not blocked by those left out.  Some projects should not be limited to just those who have a title in their name.
2) Expertise.  This is one area that the department is deep in and therefore should better equip itself to utilize this vastly untapped resource.
3) Credibility.  The department has fallen short in this category in the past primarily because teams have been formed by voluntary participation rather than purposefully built.  This category is extremely important if the team is to realize its full potential and actually produce believable results.
4) Leadership.  This component is the most important of the four.  There must be enough leadership within the team in order to drive it in a positive and productive manner.  All of this must be accomplished while promoting a teamwork approach to problem solving.

The third stage involves developing a vision and strategy.  The fire service, in general, is a unique animal in that there are times where an authoritarian decree actually works better than a well thought out vision.  For example, on the fire scene it would not be wise to have a meeting to discuss the most beneficial outcome of a fire.  This scenario would certainly result in complete catastrophe.  Instead, the authoritarian decree is the way things get done while minimizing damage and improving safety.  However, the other ninety-five percent of the time, in between calls, a well thought out vision is needed to break through the forces that support the status quo.  Other than in the department’s beginnings, there really has not been a true vision created, much less communicated.  A good vision is absolutely critical in that it clarifies the general direction of the department, it motivates people to take action in the right direction, and it helps coordinate the actions of different people (Kotter 69).  Once the vision is established, then managers must take this vision and make it happen.  This is the process of developing strategies.  This is the point that the department is at currently with a vision being established and strategies now being developed.  It is the strategic plan as a whole that will guide the department down the path of realizing the vision set forth by the leadership.

Stage four is communicating the change vision.  Communication is at the heart of many business matters but here it is vital that communication of the vision takes place throughout the entire organization.  Currently, due to the lack of a solid vision, there is not one to communicate.  However, once the vision is fully developed and accepted, the shared sense of a desirable future will help motivate and direct the cooperation needed in order to affect a positive change.  Several factors should be taken into consideration when communicating the vision.  First, it must be simple.  Second, get it out there in as many forms as possible.  At the fire department, there are memos, newsletters, the employee page on the web site, and direct face-to-face interactions in which to work with.  Next, repetition is key to getting ideas to stick.  Hearing things over and over tend to stay with people.  Finally, leading by example is just as important in developing trust, credibility, and consistency.


The fifth stage centers on empowering employees for broad-based action.  Although the term empowerment has seemingly been overly used in recent years, it is in fact a very important concept for the department to understand and utilize.  As mentioned earlier, the fire department is somewhat unique in the way it operates, having almost two distinct modes of operation.  For example, on the fire scene, firefighters have the ability to make many decisions on their own utilizing their skills and experience to draw upon.  Outside of calls however, the fire department operates similar to many traditional businesses where each employee has a supervisor directing the day-to-day operations.  A problem often occurs when the firefighter blurs the line between these two modes of operation and does not fully understand the boundaries of his or her empowerment.  This is why it is fundamental that fire department leaders properly train and educate each employee on his or her roles and the level of empowerment that exists.  They must also identify the officers that may undercut the empowerment process and re-educate them as well.  However, even before these steps can occur, the leadership needs to address what the boundaries are and assure that they are in line with the department’s overall vision.  Furthermore, it is perceived that some officers are too empowered and others not enough.  This situation however will be corrected when the boundaries identified earlier are properly aligned with the vision.

Stage six calls for generating short-term wins.  One of the pitfalls of generating a vision and subsequent strategic plan is overlooking this step.  Although some change efforts may get lucky after not exercising this stage, most do not.  To remove this chance, it is critical that the fire department address this issue up front.  However, this must be done cautiously because historically, this has been all that the department has focused on.  Marrying the drive to produce short-term wins with the department’s overall vision will produce the ideal results.  This is important because it provides evidence that all of the sacrifices and hard work by the employees have been worth it.  It also helps by keeping everyone aligned with the vision and on the same track.  And finally, it also aids in building much needed momentum for the trek over the long haul.

The seventh stage involves consolidating gains and producing more change.  At the White River Township Fire Department, current leadership has not either fully developed a clear vision, or if there was one, has not properly communicated it.  What this has led to are officers in charge of divisions that are running independently, but more importantly, are many times in conflict with other divisions because of a lack of direction.  Essentially, it has spun a web of chaos.  In order to correct these concerns, the following steps should be taken.

1) More change, not less.  Officers should utilize the gains afforded by the short-term wins created in the previous step to build momentum and push for more change.
2) More help.  With the momentum building, more people will be brought in, even involving potential promotions, in order to help with all of the changes.
3) Leadership from senior management.  It is paramount that the senior leadership of the fire department maintains the proper course and dictates with clarity the shared purpose and vision of the department.  This may be accomplished with mandatory employee meetings where clear and concise expectations can be delivered.
4) Project management and leadership from below.  Through empowerment, leadership from all ranks will be utilized to carry out their specific tasks, assure a smooth transition, and provide clear communications to subordinates.
5) Reduction of unnecessary interdependencies.  Although the department already has a significant head start in this area, it must continue to identify and eliminate divisional interdependencies.  This will need to be done in line with the department’s vision and have the backing of strong senior leadership.

The eighth and final stage, anchoring new approaches in the culture, is one that will take some time to achieve.  Culture refers to the norms of behavior and shared values among a group of people.  At the fire department, this is mixed in with a strong sense of tradition making it even more difficult to implement change.  Because of this, culture is something that is not easily changed, primarily because it is something that cannot be touched, re-written, or just simply communicated.  “Culture changes only after you have successfully altered people’s actions, after the new behavior produces some group benefit for a period of time, and after people see the connection between the new actions and the performance improvement” (Kotter 156).  Merely reaching new goals or even achieving a new level of success while pursuing the department’s strategic plan is not the end of the road.  The department must continue to evolve its culture and continue to set higher standards, all while being wary of the pitfalls of migrating back to the old, unproven culture of days past.
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In June 2004, a brief survey was distributed to a large cross-section of fire department employees from each of the three 24-hour shifts (see Exhibit A).  The survey questioned various attributes of the department’s current leadership capabilities and other similar key attributes.  The survey was designed to establish a basic understanding of the existing leadership capabilities and what areas would need improvement.  The results of the survey are indicated in Figure 2 below with the most popular responses highlighted in green.
After analyzing the data collected from the leadership survey, it is evident that there are two major areas of needed improvement.  These areas center on a general disenchantment of the department’s employees as well as the lack of integrity and honesty of the top management.  Each of these two areas is discussed and outlined in detail in the following sections.

	1)  Are plans and decisions communicated so they are clearly understood?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	4
	10.00%
	13
	32.50%
	15
	37.50%
	8
	20.00%
	0
	0.00%

	2)  Do the officers share and pomote the department's vision and mision?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	1
	2.50%
	11
	27.50%
	23
	57.50%
	5
	12.50%
	0
	0.00%

	3)  Does your immediate supervisor make you feel like a contributing member?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	1
	2.50%
	3
	7.50%
	9
	22.50%
	27
	67.50%
	0
	0.00%

	4)  Do you think that our “customers” are generally satisfied with our services?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	0
	0.00%
	1
	2.50%
	27
	67.50%
	12
	30.00%
	0
	0.00%

	5)  Do you feel the leadership of the department is backed by honesty and integrity?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	9
	22.50%
	15
	37.50%
	9
	22.50%
	7
	17.50%
	0
	0.00%

	6)  Is the officer staff responsive to your needs?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	0
	0.00%
	6
	15.00%
	21
	52.50%
	12
	30.00%
	1
	2.50%

	7)  Do you feel you have an opportunity to influence decisions that affect you?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	6
	15.00%
	17
	42.50%
	12
	30.00%
	4
	10.00%
	1
	2.50%

	8)  Does the officer staff maintain the highest standards of quality and service?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	2
	5.00%
	12
	30.00%
	14
	35.00%
	12
	30.00%
	0
	0.00%

	9)  Are you actively supported in development of new skills and competencies?

	Rarely
	Sometimes
	Usually
	Always
	Unsure

	2
	5.00%
	4
	10.00%
	19
	47.50%
	15
	37.50%
	0
	0.00%

	10)  How would you rate the overall morale of the department?

	Very Low
	Low
	Average
	High
	Very High

	6
	15.00%
	6
	15.00%
	23
	57.50%
	4
	10.00%
	1
	2.50%



    Figure 2
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According to Leadership Professor Magda McHale, the leading cause of disenchantment among employees is the lack of recognition.  People want to feel like they are a part of the team and be recognized for their contribution.  It goes without saying then that the larger the organization, the more difficult this can be, however even in a small fire department, lack of proper recognition can lead to disenchantment.  The officers of the department must strive to recognize their respective employees when appropriate in order to prevent this from occurring.  This must be treated not as a one-time event, but as an ongoing practice for every officer.  Furthermore, officers must keep an open mind and be ever-cognizant of their employee’s contributions.  This, in the end, will foster a much better working relationship between the supervisor and the subordinate.
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As with any business, the business itself must rely on sound ethics for its very success (Rae, Wong 17).  Because people are the main component of a business, the people, especially the managers, must rely on sound ethical positions.  This issue can be greatly improved with the implementation of a complete new understanding of management styles with a particular emphasis on the topic of servant leadership.  “The practice of servant leadership in some form worked real well for some extraordinary people who changed the face of history” (Manning, par 9).  The fire service has traditionally been unique with regard to leadership styles mainly because of the very nature of the business.  What works in a conventional business setting probably will not work on the fire scene, and because of this, adaptations in leadership styles have emerged throughout the years.

The fire service, like most industries, is in need of leadership with a strong technical background.  Additionally, as in the case of the White River Township Fire Department, most departments also need a leader with an adaptive style of leadership.  The leader also needs to be someone with a servant leadership attitude.  The essay on servant leadership, by Robert Greenleaf, discusses communications, specifically language skills, as it relates to being an effective leader.  It says that a leader must be able to get the hearer of his communication to bridge the gap between the verbal concept at hand and the hearer’s own experience.  This also must be done by saying just enough in order to facilitate that bridge.  Historically, this has been one of the biggest downfalls of previous fire department leaders.  Another major downfall, as the essay puts it, is getting cut off from the “evolving mainstream.”  Unfortunately, this has happened repeatedly over the history of the department.  Those who are “put” into leadership roles sometimes become complacent and get closed off in their own world, most often forfeiting their opportunity to lead others.  Unfortunately, this often occurs unbeknownst to the leader in question, making it more difficult to maintain trust and respect as time goes on.

Current, as well as future leaders of the fire department must be armed and ready for the adaptive challenge.  They must be a teacher, a listener, a mentor, and above all, maintain a high degree of integrity.  This must all be accomplished while congruently recognizing any weaknesses and improving upon them.  Now more than ever is a perfect opportunity to re-tool the department’s leadership style as a group.  By utilizing the servant leadership model, the department would be able to further develop the current leadership into a more confident, competent, and experienced organizational team.  When the men and women of the department begin to feel the support and encouragement from this new style of leadership, they will become more effective and their work performance will be enhanced.  The end result will be a much more effective fire department yielding better outcomes and at the same time improving morale, productivity, and integrity.
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The book The Fifth Discipline provides insight that there are underlying skills inherent in all people that if harnessed, can begin to change and take form to support life vision.  What is meant here is that as direction and priorities are established, followed by serious determination to live and work in harmony with those precepts, the way people do things naturally evolves to best support a pre-determined vision.

It is also recognized that information and training are fundamental to the process of change.  Books like this and Robert Greenleaf’s Servant as Leader, provide new ways of thinking about servant-hood and its affect in the workplace.  These are not cutting-edge principles, but in fact ones that have proven the test of time in many facets of both personal and business life.  These principles can also be applied to all individuals, not just fire department management.  Because of this, the rest of this section will be conveyed in that context, or in other words, from a point of view that applies to all personnel.  The five “disciplines”, followed by a conclusion, are listed in brief below.
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This discipline requires an understanding of the importance of self-direction and self-control.  The servant-leader seeks to instill these critical thinking skills in others.  Greenleaf says, ”The best test of servant-leadership is… do those served grow as persons; do they, while being served, become healthier, wiser, freer, more autonomous, more likely themselves to become servants…"

Generally, it is far more difficult to teach 'why' things are done than 'how' to do those things.  When we appreciate the capabilities of others, we tend to see the end result rather than the years of preparation.  We must embrace the time of learning, sometimes through our mistakes, and know that mastery will follow.  More importantly we must allow others that same latitude.
With precious few exceptions, today's workplace punishes mistakes made as a result of trying something new rather than encouraging personnel to explore different avenues as a means to developing better alternatives.
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Mental models simplify and break down the world around us.  We can see life as a whirlwind or seek to understand its underlying order.  This is important for the reason that, as we view cause and effect, we realize that our decisions and actions have impact.  An ability to focus on specific issues and events protects us from Greenleaf's "fuzzy thinking".  "The real enemy is fuzzy thinking on the part of good, intelligent, vital people, and their failure to lead, and to follow servants as leaders."


We must be able to understand underlying issues and currents and conceptualize solutions even as they change.  Greenleaf calls it "whole sight", based on "insights, knowledge, creative imagination, and intuition."
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The latter half of the term servant-leader comes into focus as we help others gain understanding and appreciation of their abilities while providing direction for the organization.  As Greenleaf notes, "A mark of a leader… is that he is better than most at pointing direction…  By clearly stating and restating the goal the leader gives certainty and purpose to others who may have difficulty in achieving it for themselves."  We don't abdicate our leadership role but use it to 'free' others to serve as well.

This collective mindset of ensuring others have a purpose and role of importance is the basis for shared vision.  Shared vision is not checking off on a document.  Shared vision comes from the group itself as it grows in mutual understanding of time, place, events and purpose.
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An environment that supports team learning is the essence of servant-leadership.  The servant-leader is willing to offer up a solution for dissection and evaluation by the group.  This allows the group to better understand the situation and basis for the solution and also enlists their assistance in developing a better solution.  The process, "trans-forming conversational and collective thinking skills, so that groups of people can reliably develop intelligence and ability greater than the sum of individual members' talents", designs and refines answers to the dilemma.

An excellent example is the workgroup concept employed by several past (and present) committees.  While an individual is generally capable of accomplishing the requirements of the assignment, the team's interaction and dialogue always results in a better project.  The servant-leader "listens and understands."  Team learning provides such a setting.
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"A way of thinking about, and a language for describing and understanding, the forces and interrelationships that shape the behavior of systems."  'Systems thinking' encourages the improvement of the whole by examining individual elements with an eye on relationships.  We then recognize that change will have impact beyond the immediate concern.

The effective servant-leader is able to see the system from outside and recognize major forces and trends.  He identifies weaknesses, including his own, and searches for strengths in others which might be emphasized.  He sees the organization both as it is and as it could be.
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The five disciplines, personal mastery, mental models, shared vision, team learning and systems thinking combine to lead organizations into new ways of thinking.  Self-importance and position is subjugated to team proficiency and purpose.  All members will benefit so self-interest is served by serving the team.

Likewise, Greenleaf's servant-leader finds purpose in serving others.  The servant-leader recognizes that encouraging and lifting others supports unity and teamwork.  His or her lot will also be improved as a result.  He or she becomes the rudder, keeping the goal in sight at all times.

The lesson in business and life is that our best is bettered by helping and working with others, keeping their interests at the forefront.  Greenleaf called it "Lid Lifting", enabling others to grow taller than they would otherwise be.  As leaders, we have the alternatives of loading everyone on our wagon and pulling them along under our own power or setting before them a desirable goal and helping them build their own wagons.  To be an effective and responsive organization, we cannot carry the burden alone.
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The White River Township Fire Department currently does not have a formal career development program.  This is an area that should be looked into, especially at the officer level, in order to grow the department through the development of intellect.  Proper training and education is vital to the overall positive growth and safety of the department’s employees.  As the department continues to grow, this topic becomes even more important as it remains in the department’s best interest to continually invest in its employees.
The department should immediately establish a team to look into this issue and develop a plan to address future career development.  One of the underlying goals should be to raise the bar on personal productivity and growth while developing a mastery of skills for each employee.  This should then be followed up and used in conjunction with a comprehensive employee performance appraisal system.  Under this type of system, all employees would receive an annual appraisal from their direct report which will identify areas that the employee has excelled in as well as areas of needed improvement.  Officers and engineers alike would also receive feedback from subordinate reviews that would be given to the officer doing the evaluation.  The Fire Chief’s appraisal would be conducted by the President of the Fire Protection District Board of Directors or his/her designee.
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The department’s current policy manual was originally developed in the mid 1980’s by a group of dedicated volunteers.  The manual was updated over a period of several years and was not based off of any particular established model.  Since then, the manual has been periodically updated with several major revisions taking place from time to time.  What has resulted is a collection of policies that are based on best practices and possibly are not necessarily statutorily validated.  This is also coupled with the fact that many of the policies in place are either not enforced and/or are extremely outdated.  The senior staff should immediately form a team to address this situation and begin to draft a more definitive and accurate set of policies.  Each of the completed and internally-approved policies should then be forwarded to the department’s legal counsel for a legal opinion before final approval by the Fire Protection District Board.
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When beginning to look at where to locate future fire stations, there are a host of factors to consider in order to establish the best locations possible.  The White River Township Fire Department has attempted, throughout the years, to maintain a satisfactory level of emergency response across the entire district.  Beginning with one fire station in 1952, the department added its second and third sites to accommodate increasing call volumes and widening response times.  When the first fire station was built, the building was located centrally, so that all areas of the response district were equally distant from the then-only station.  The second and third fire stations, however, were built in areas where land was either easily or inexpensively available and not necessarily in strategically located regions.  This was primarily due to limited resources at the time as well as from a lack of adequate forward thinking of previous leadership.

The National Fire Protection Association (NFPA) is an international nonprofit corporation whose mission is to reduce the worldwide burden of fire and other hazards on the quality of life by providing and advocating scientifically-based consensus codes and standards, research, training, and education.  NFPA's safety codes and standards influence every building, process, service, design, and installation in the United States, as well as many of those used in other countries.  A large portion of NFPA’s codes and standards also provide recommended guidelines for which many areas of the fire service operate, including fire station distribution and response times.  The particular code of importance here is NFPA 1710 which is cited below.

5.2.3.1.1 “The fire department’s fire suppression resources shall be deployed to provide for the arrival of an engine company within a 4-minute response time and/or the initial full alarm assignment within an 8-minute response time to 90 percent of the incidents.”

Based on these recommendations, the department has previously established a goal of providing initial service to every household and business within the district’s boundaries within four minutes of a call for help.  Furthermore, this shall be accomplished on ninety percent of the calls.  It is important to note that the four minute mark is critical as in the case of a sudden cardiac arrest where a victim begins to suffer brain damage in as little as four minutes without any resuscitative efforts (American Heart Association, par. 4).  As new research is also uncovering, early defibrillation of a cardiac arrest victim is paramount.  According to the American Red Cross, each minute that defibrillation is delayed reduces the victim's chance of survival by about ten percent.  Additionally, in cities where defibrillation is delivered within five to seven minutes, the survival rate for cardiac arrest victims can be as high as forty-five to fifty percent.

With this information in hand, research to determine not only how many, but also where fire stations should be located, was initiated.  Because each fire department has its own varying degrees of district topology, each department should conduct its own individual research in response to this issue.  Therefore, the research conducted here is specific to the White River Township Fire Department.  The first step was to look back over a three-year period from 2001-2003 and determine how far a fully equipped fire crew would travel within four minutes of a call for help.  This three year period was chosen because it is the only time frame where the department operated continuously from three fire stations.  To accomplish this research, call data was queried from the department’s computer system where the response time was four minutes or less.  Next, each of these responses was then plotted on a photographic map using AutoCAD software and distances from the responding fire station calculated.  After plotting 1,327 call locations, the overall mean distance traveled was 1.67 miles from a fire station.


Determining the right location to build a fire station has long been a topic of great debate as there have been many different formulas and other scientific methods of making this critical decision.  Prior to the advent of Geographical Information Systems (G.I.S.) and computer technology, a method known as the RAND formula was the primary system used to establish ideal fire station sites.  This methodology was developed by the RAND Corporation in conjunction with the New York City Fire Department in the early 1970’s.  The system utilized a linear mathematical approach of grids and concentric circles that mainly only considered travel distances (Gay, Siegal).  However, with the advent of G.I.S. technology, much more information can now be ascertained such as traffic patterns, terrain and roadway features, bridge weight limitations, and traffic density.  Obtaining this information, although very time consuming and difficult, is vital in decision making.   With many new forms of technology being developed and used regarding information gathering, some of the older systems that were widely accepted as industry norms are no longer used.  In fact, the RAND formula is no longer even mentioned in the fire station location section of the NFPA Fire Protection Handbook (Barr, Caputo 1210-1211) and now favors the G.I.S. approach instead.  The NFPA Fire Protection Handbook is a consolidated resource of fire-related information spanning over three-thousand pages.  It is used by many fire departments world-wide as a source of technical and updated code information covering many facets of the modern fire service. 
Another source of information regarding fire station placement comes from the Insurance Services Office (I.S.O.).  This organization provides data, analytics, and decision-support services for professionals in many fields, including insurance, finance, real estate, health services, government, and human resources.  For the fire service, it rates individual departments based on their abilities in several key areas.  Once evaluated, insurance rates for homeowners, based on risk, can then be set using these findings.  
During the course of years of research, the I.S.O. has developed several recommendations regarding fire station and equipment distribution.  In summary, their reports state that an engine company should be available as first-due in the built-upon area of the district within a 1.5 mile radius.  It continues by stating that a ladder company be available every 2.5 miles.  (I.S.O. Item 561).  Once considered a primary standard, many departments find it difficult to reach this level of saturation and therefore choose other standards, such as NFPA, as the standard to adopt.


As mentioned previously, the White River Township Fire Department has attempted throughout the years to maintain a satisfactory level of emergency response across the entire township.  In 1956, when there was only one station, it was in the center of the response district, which made it a logical location at the time.  The second and third fire stations were later built on opposite sides of the current district using information obtained from a 1988 Purdue University study.  These locations were chosen based on the assumption of utilizing only three stations to provide adequate coverage, which at the time, was not fully and accurately defined or understood.

With the bar now being set at providing service to every household in the district within four minutes of a call, ninety percent of the time, the department is able to move forward with additional research to determine where fire stations should be located.  As detailed earlier, the first step was a research study that went back over three years from 2001 through 2003 and studied how far a fully equipped fire crew would travel within four minutes of a call for help.  The results revealed a distance of 1.67 miles.  This distance however is only as accurate as the times recorded by the dispatcher, and because seconds are not tracked, the time could have a variation of up to 29 seconds in either direction due to rounding.  Presently, with a three station configuration, a little over half of the entire district is within the goal timeframe of four minutes and in some instances, locations are almost double the recommended time-distance from a fire station.

A formula used by the I.S.O. and the RAND Corporation for determining time-distances is still used in part today by many departments.  Although not as accurate as G.I.S. technology, it can be used congruently with other methods to determine a baseline measurement in order to make comparisons.  In the case of the White River Township Fire Department, and utilizing the four minute mark as the time element, the following RAND formula is resulted:
T = .65 + 1.7D, where T = Time and D = Distance.

Knowing that the time = 4 (minutes), the formula can be solved

4 = .65 + 1.7D

3.35 = 1.7D
D= 1.97

Using the formula above, it can be stated that under normal circumstances a crew should be able to respond within four minutes in an area with a radius of 1.97 miles.  The fact that the White River Township Fire Department is slightly below this indicator at 1.67 miles is most likely the result of other factors such as multiple calls, crews not on station, etc.  This issue will be addressed in a later section under response times.

With the mileage information having been determined, the focus now turns to mapping.  After establishing an inter-local agreement with the Johnson County Mapping Department, the research project centered on G.I.S. data in order to establish theoretical response areas.  These areas were placed on a map of the fire department’s district without regard to current station locations.  Land availability, ease of access, distance to major thoroughfares, traffic congestion (both present and future), and surrounding community makeup were all taken into consideration.  Each of these theoretical locations was plotted on a digital map along with a corresponding “district” for each site, based on the four-minute mileage information obtained earlier.  
Before continuing, some facts about the fire district should be known to the reader.  As mentioned earlier, the White River Township Fire Protection District is responsible for about twenty-two square miles of land area.  Of these twenty-two square miles, six square miles lay west of State Road 37, which is almost completely unpopulated with the exception of some sporadic farms and a small manufactured home community.  This particular area is bounded by the White River to the west and the highway to the east.  Because of the flood plain and the high likelihood of a future Interstate construction project, this area is not likely to become heavily populated in the future.  This leaves a net sixteen square miles of populated area that this case centers on.

There were eleven initial locations that were looked at as potential sites.  After using the computer software to determine the best-case scenarios, it was determined that the most coverage with the least amount of overlap could be attained with four stations strategically located throughout the district.  Even with four stations, coverage at its best (depending on eventual actual site locations and based on present response data) was about ninety percent.  Five stations proved to provide too much wasteful overlap with only a modest increase to ninety-two percent coverage, and three only provided around sixty-five percent coverage.  It shall also be noted that with the three station scenario, all three current facilities are not ideally located to provide the maximum coverage mentioned.  With the four station scenario, one station, Station 52, is already correctly located.  The pattern for the best-case scenario essentially places a fire station in each corner of the rectangular-shaped district.

Land for the other three “theoretical” sites would still have to be secured.  This means that the other two current fire stations would need to be relocated and a fourth facility be built.  In addition, because of its current non-ideal location and the possibility of a future Interstate Interchange, the current headquarters building may have to be relocated as well.  Additionally, to facilitate a more ideal setup, the current Station 51 property would be kept in order to locate a training facility there.  This location is paramount for a training facility because of its central proximity within the district.  Part of this recommendation also involves securing a piece of property to the north and adjacent of the current Station 51 which then would yield an acre of street-corner property for a training facility.  This facility would house two classrooms and a practical skills structure that would be built to blend in with the surrounding community.  Because it is on the same site that a fire station has been for over fifty years, it is unlikely there will be any remonstrance issues at the time of construction or thereafter.  By relocating the training facility to this new location, it leaves only the administrative offices at the current headquarters building.  Furthermore, because there would no longer be a crew tied to the headquarters building, this situation will provide an easy move of the office space to another location within the district, should that move be necessary due to a proposed Interstate highway.  In either case, and after the separation of the training facilities, the headquarters building would then only house the department’s administrative offices as well as its fleet and equipment maintenance facility.

Based on information obtained from the research, the department has already moved forward on the purchase of one of the three additional fire station land parcels.  The one acre piece of land in question is in the 3200 block of west Olive Branch Road and is part of the Herron Ridge subdivision.  This land is ideally located with respect to the four minute mileage data obtained earlier and as indicated in figure 3 below.  Once construction is completed, the eastern portion of the plan will be complete, leaving the two western locations yet to be secured.  Land for the northwest district should be obtained first due to the rapidly diminishing land in this area.  The final parcel, in the southwest district, can be purchased in a following year.

The following map shows the “targeted” areas for land purchases and their respective response “diamonds” showing the theoretical four minute response area projected for each site.  Each of the diamonds represents a 1.67 mile response distance that currently can be achieved without any modifications to response plans.  This coverage area provides ninety percent coverage of the populated area east of State Road 37.  The thin green line represents the fire district boundary.
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        Figure 3
 TC "Response Times" \f C \l "1" RESPONSE TIMES


The first step to improve response times is to improve the saturation of fire stations throughout the district.  Secondly, other strategies such as minimizing off-station time, traffic pre-emption, and company-level training can also be used to reduce these times.


Data collection for this section centered on the increasing response times the department was enduring. This in fact would be the second time this type of data was acquired as a similar project was completed in 1988 by a Purdue University student in pursuit of a class project.  The study essentially concluded that response times averaged almost eight minutes from the time of call and that the department should add additional facilities to reduce these times (5).  The department’s operational configuration has since changed significantly prompting new data to be tabulated.  Since 1988, for example, the department has added two additional fire stations as well as had its call volume increase ten fold; all while migrating from an all volunteer fire department to a combination part-time and full-time department.

The issue of increasing response times most recently re-surfaced in mid 2001 when a complaint was lodged regarding a lengthy response.  At the time it was discovered that the mean response time for the prior twelve months was 4.72 minutes.  Further review of the department’s internal Response Time Study (2) from that year revealed that it was only responding to calls in less than four minutes about fifty-six percent of the time.  After a brief period of investigation, no real conclusions were drawn as to the root of the extended response and the issue was eventually dismissed.  In response to this project, the last three years of call data (2001-2003) were again looked at to determine the department’s average response time.  After tabulating data from a total of 4,690 calls from the department’s computer system, the average response time was found to be 5.30 minutes.  It is also important to note here that some of the data was discharged due to outlier status, most likely from incorrect or missing data entry.  A list of exceptions accompanied the data in order to later determine the cause of extended responses.  This data was then charted to establish a list of responses over four minutes and the underlying reasons for the delayed response.   Referring to figure 4 below, the results indicate that fifty-three percent (A) of these delayed responses were due to the responding apparatus being out of its district on a training exercise.  Twenty-one percent (B) were again due to the apparatus being out of its district, but this time because of fire prevention details (inspections, pre-fire planning, public education events, etc.).  Fourteen percent (C) were delayed because of multiple or simultaneous calls.  Seven percent (D) were due to miscellaneous reasons such as mechanical failures, crews getting lost, or bad addresses.  The remaining five percent (E), as mentioned above, were considered outliers because of incomplete reporting or a lack of specified or missing information.
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       Figure 4

It is without question that response times are simultaneously hinged upon fire station locations.  “Since response time can have a significant impact on the loss of life and property at an emergency, it is used as a principal measure of effectiveness in many models developed for analyzing the deployment of emergency vehicles” (Hausner 1).  It can also be further stated that response time from a fire station to a scene is directly related to the proximity of the fire station plus other factors such as weather, availability, time of day, and road demographics.  It shall be noted for the purposes here that response time is the grand total time from dispatch to crew arrival and that actual travel time is only a segment of the total response time.  It is also, however, the travel time segment that the fire department has the greatest control over and the segment that this research focuses on.  Furthermore, the term “response time” shall refer generally from here on to the travel time from dispatch to arrival.  
There have been many studies done in the past that point out the importance of reducing response times.  The increased use of lightweight truss construction along with a plethora of synthetic building materials has further demanded rapid response and control of the fire scene.  In a report by Rexford Wilson, he indicated there are nine time periods over a course of a fire.  They are free burn, permitted burn, notification, alarm processing, turnout, travel, setup, combat, and overhaul.  These nine time periods are then separated by ten benchmark points in time.  These are ignition point, recognition point, detection point, alarm point, alert point, get-out point, arrival point, agent application point, flameout point, and extinguishment point.  The issue here is that during the time period of combat, the benchmark of flameout must occur prior to a phenomenon known as flashover occurs.  Flashover occurs when the fire gases and products of combustion that have accumulated during the first phases of burning simultaneously ignite.  This essentially ends the survivability of any victims or even firefighters that may be trapped or are still inside the fire building.  In the average situation, a structure fire will go from ignition to flashover in seven minutes (Coleman, Granito 120).  Therefore, if much of the time from initial ignition to discovery to dispatch has already passed, it is absolutely critical that the response time of the first arriving crew be as diminutive as possible.  
Not only is a rapid response important in fire situations, but also in emergency medical responses as well.  A cardiac arrest victim will suffer permanent brain damage in as little as four to six minutes without adequate oxygenation of the brain tissue (Meyers).  Even the victim of a mild heart attack can suffer irreversible damage if not treated in a short period of time.  “If the blood supply is shut down for a long time, muscle cells die from a lack of oxygen. If enough cells die, the victim will also die.” (Posner, par 2).
All of this research underscores the importance of rapid response times and the need to do so under occasionally extreme circumstances such as during multiple alarm calls, inclement weather, or when a first-due crew is unavailable.  The message is clear though that departments must do more to reduce their response times if improvements in outcomes are expected to improve.


To improve response times at the White River Township Fire Department, the actual responses and underlying reasons for delays must be looked at in detail.  Using this information, a solution can then be drafted.  This type of problem is best addressed through the use of “green hat” thinking as outlined by Edward DeBono (121).  Green Hat thinking involves the creation of new ideas and is associated with growth and creativity with respect to problem-solving and critical thinking.  For the purposes here, the data collected earlier will be utilized to make the following recommendations.

First, it can be easily said that there will be no one single solution that will solve this problem in its entirety and that a multi-step solution will need to be employed.  Analyzing the data, it appears that over half of the delayed responses were due to training activities.  A few methods to reduce these times include performing more company-level training (training done individually at each fire station instead of as a group all at one location), reducing the amount of time spent at group training exercises, reducing the frequency of training periods to one per day (instead of the current two), or finally, moving the start time of training sessions to an hour with a statistically lesser call volume.  Other, congruent solutions include building a centrally located training facility where it would be generally no more than four minutes to any part of the township as well as installing a high-tech video system in order to facilitate satellite instruction.  The former would allow crews to remain at their stations while at the same time interactively participating in the training exercise.


The next largest area of statistical concern is the twenty-one percent of the time crews are out of their respective districts on fire prevention details.  This division of the department has been the fastest-growing throughout the past decade or so.  Fire prevention related details occur almost daily because of the large number of educational facilities in the township with most of the larger details requiring more than one crew.  Workable solutions here include pursing a budget that would support utilizing off-duty crews to perform the larger functions, having crews remain in their own districts to do their own events (this seems obvious, but currently is not fully being done), considering reducing the number of annual programs delivered to any one entity, and performing non-event activities, such as inspections and pre-fire plans at the company level (one crew only) and at hours with statistically lesser call volumes.

The rest of the occurrences of delays were due to many reasons out of the department’s control and very little can be realistically done to combat these.  This does not mean that solutions are impossible, just that they would be very expensive and therefore improbable at best.  Items such as adding entire additional crews to existing fire stations to help with multiple run occurrences and purchasing back-up fire apparatus to serve just as that, are just a couple of examples.

 TC "Facilities Maintenance" \f C \l "1" FACILITIES MAINTENANCE

Maintaining the department’s three existing buildings is a time consuming and often costly venture.  However, the continual upkeep and maintenance will assure a longer-lasting and functional facility well into the future. The citizens of White River Township more than understand the importance of building maintenance. They have to perform regular maintenance on their residences and businesses to assure their proper use and function. The fire stations are no different.
Historically each of the department’s buildings has required a minor renovation about every five to seven years.  This renovation includes items such as floor coverings, wall paint, and minor building modifications.  Even though maintenance techniques and building materials have improved, building use has also increased and this schedule of minor renovations is anticipated to continue.  All renovations will be accomplished with personnel and equipment remaining on site in their current facilities or temporary facilities, or a combination of both.  Because of the climate extremes in Indiana, these projects will take place in the late spring or early fall months in an attempt to avoid heating and cooling issues.
Station 51 at 1086 South Runyon Road was originally built in 1956 by a handful of volunteers who worked on the building after hours.  Nearly fifty years later, the building is nearing the end of its life-cycle.  In fact, it may have already been reached as funding to make major repairs or enhancements has ceased in anticipation of its replacement in late 2007.
Station 52 at 398 Meridian Parke Lane was built in 1991 and designed as an outlying station.  The building suffered major structural damage as the result of a direct tornado strike in 2002.  The building was repaired and re-opened in early 2003.  The building is designed to last until at least the year 2041 and will be maintained as such.  A significant room addition and minor remodel will take place in 2006 allowing the addition of a weight room as well as a restroom for the main dormitory.  Designed capacity for this station is eight crew members on-duty at any given time.
Station 53 at 850 South Mullinix Road, which also serves as the department’s headquarters, was constructed in 2001.  The building is designed to serve the department until the 2051 and will be maintained as such.  The building however lies directly in the way of an interchange for a proposed Interstate highway.  Although highway plans are preliminary, experts believe that it will become reality sometime within the next eight to fifteen years.  The department must make provisions based on a worst-case scenario and plan for the replacement of the building within this time frame.  At this time, the provision would include finding and purchasing land for a fire station in accordance with the plan’s vision.  The office portion of the structure can be moved at such a time it would be necessary.
 TC "Fleet Management" \f C \l "1" FLEET MANAGEMENT

Fleet management is a critical component of providing effective emergency service to the community. Emergency vehicles must be properly maintained for response. If the vehicle breaks down, the best-trained firefighters and paramedics in the world cannot provide their services. Our members’ lives depend on safe and dependable apparatus. 
The department maintains a fleet of 4 pumpers, 1 aerial platform, 1 tanker, 1 heavy rescue unit, 1 grass rig, 1 TSU, 1 boat, 1 trench rescue trailer, 1 golf car, 2 utility vehicles, and 10 SUV staff vehicles.  All of these vehicles receive recommended preventive maintenance packages along with strict daily inspections.

In 2005, the department established a Vehicle Replacement Fund.  When a vehicle is purchased under this program, the department begins making annual contributions to the fund based on the projected replacement cost of the vehicle, salvage value at sale, and its life expectancy.  When vehicles are eligible for replacement, the funds are subsequently available for purchase.

Figure 5 below demonstrates an example of the Apparatus Replacement Fund schedule.  Each of the department’s vehicles is listed along with several pertinent attributes including original cost, year new, and estimated future replacement cost at use end.  The Use Life is a pre-determined number of years of useful life of each particular vehicle.  This term is based on prior fire department practices along with estimating the maximum salvage value point at the time of sale.  The Future Replacement Cost is an inflation-adjusted estimate of a replacement vehicle of similar use at the time of sale of the current vehicle.  The actual working schedule can be found in the department’s internal Fiscal Plan Worksheets.
APPARATUS REPLACEMENT SCHEDULE
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Figure 5
 TC "Information Systems" \f C \l "1" INFORMATION SYSTEMS

The White River Township Fire Department prides itself in providing the latest technologies to the employees for use in the course of their jobs.  In 2000, the department began an aggressive campaign to assure that employees would always have access to the latest technologies in hardware and software available.  This would be accomplished through a process of hardware and software turnover that would take place on a revolving four-year cycle.

The department currently maintains thirty PC’s, four rack-mount servers, a rack-mount tape backup system, and sixteen laptops with wireless-link capabilities.  All of the hardware is running Windows XP based on a Windows Server 2003 infrastructure.  

The department also utilizes a wireless data system (at 54Mbps) to transfer data to and from each of the outlying stations.  This setup allows the department to provide extremely fast throughput at very low costs because all of the equipment is owned, and not leased.  This is accomplished through the utilization of three high-speed wireless bridges and three 100’ antenna towers.

The use of technology and the maintenance thereof has been growing almost exponentially at the fire department.  With the purchase of its first Tandy 1000 PC in 1987, the department has grown to rely on the vast amounts of data that are stored on its servers.  Because of this, the department must begin to look at providing dedicated support personnel to help manage this growth into the future.  This could be provided on a part-time basis at first, but should look to a full-time position within the next five to ten years and as the budget allows.
 TC "Procurement" \f C \l "1" PROCUREMENT

Currently, the department handles all procurement for all budgeted goods and services under $5,000.  Any single good or service in excess of this amount must receive approval from a majority of the Fire Protection District Board members.
Over the past few years, the department has vastly improved its procurement processes leading to decreased processing times and increased quality of goods and services. Its goal is to continue in that direction by making more repetitive purchases of goods and services available through contract whenever possible and to make “smart” purchases by doing cost comparisons whenever possible.
The trend for the department is to push more responsibility to the individual divisions. This will result in increased purchasing authority for the fire department with the Deputy Fire Chief becoming an oversight that assures compliance with policies and procedures.

 TC "Radio Communications" \f C \l "1" RADIO COMMUNICATIONS

There are always numerous complaints from employees concerning the inadequacy of the communication system.  Most of the complaints center on equipment problems and dispatcher adequacy.  The ultimate goal of the department is to provide an effective and efficient communication system that provides firefighters the tools and information required in emergency operations. A positive resolution of an emergency incident always starts with the dispatch center.


The White River Township Fire Department currently contracts with the Johnson County Sheriff’s Department to provide dispatch services.  This is done through an inter-local agreement at no cost to the department.  The trade-off is no control of the system or its employees and during times of failure, the department cannot adequately serve its customers.

Currently, the department’s dispatch center is dealing with marginal communication capabilities, personnel demoting to escape the work environment, and constant pressure from many different departments.  These issues did not occur overnight and must be dealt with in a systematic approach and sooner, rather than later.  This is another area where a team should immediately be established to look into the issues and attempt to offer a realistic solution.
 TC "Training" \f C \l "1" TRAINING

The White River Township Fire Department has made great progress in the level and quality of training for its employees over the years. A firefighter requires numerous training hours to maintain his/her competency in the most dangerous profession in the United States (NFPA).  The department will continue to provide this high quality training and make it available to all employees of the department.  This will require the offering of training on various days and times in order to accommodate everyone.
In early 2005, the department hired a Chief of Training in order to head up this extremely important division.  The employees of this department are its future and it goes without saying that the department needs to invest in that future.  This will be a great stride to assure that this happens.
 TC "Emergency Operations" \f C \l "1" EMERGENCY OPERATIONS

The majority of the department’s resources, tangible and human, are dedicated to daily emergency response operations.  Unfortunately, this is the only contact that the majority of the community has, or might have, with the department. 

The effectiveness of these operations is equally dependent upon all other divisions of the department. The successful implementation of the entire strategic plan will ultimately improve this arena and insure positive outcomes and a positive public image.
 TC "Special Operations" \f C \l "1" SPECIAL OPERATIONS


The Special Operations Division handles a wide array of specialty and technical rescue disciplines.  Operations include automobile extrication, water rescue, trench rescue, and high and low angle rope rescue.  These are the areas of the department that also require the greatest degree of technical expertise.  It shall be the intent of the department to continue to develop this expertise through rigid and repetitive training exercises.

This division will continue to pursue and develop new methods and technologies in order to provide a safer and more efficient environment for the department’s employees.  This will be accomplished through trade publication reviews, seminars, and trade show participation.

 TC "Fire Prevention" \f C \l "1" FIRE PREVENTION

Fire prevention has, and will continue to be, the primary focus in the reduction of fire losses.  Although nearly impossible to measure, an accidental fire that never starts is always a success.

This division also enforces the various local and federal fire codes. These codes are designed to prevent fires and limit the spread of accidental fires that do occur.  The department’s customers expect enforcement of the fire code to prevent the horrific tragedies of the past in our national experience.  It is the intent of the department that a township-wide Fire Ordinance be drafted to aid in the enforcement of these programs sometime in early 2006.
This division is also responsible for public education and fire scene investigation.  The department’s program of education delivery has grown exponentially in recent years with active involvement at all levels.  The department has targeted several grades at each of the elementary schools that will each receive fire prevention programs that are delivered throughout the year.  Students also visit the firehouses and receive varying degrees of education depending on the curriculum being studied.

Fire scene investigation has also matured throughout the years with advances in technology and better training for investigators.  With the recent rise in arson cases, it is paramount that the department maintain at the forefront of this rapidly developing field.
 TC "Emergency Medical Services" \f C \l "1" EMERGENCY MEDICAL SERVICES
White River Township Fire Department has been known for providing some of the best Emergency Medical Services (EMS) in central Indiana. This has been accomplished through the dedicated efforts of the firefighters, paramedics, and sponsoring hospital staff that provide this service to the community.  About 63% of the department’s emergency responses are EMS-related and therefore constitutes the majority of work performed.
The department has taken steps in recent years to assure that the department remains a leader in the industry by developing aggressive protocols in conjunction with establishing fair and decisive medical direction.  The department currently provides services far and above most agencies in the area.  The underlying thrust here remains the dedication to provide the best possible outcome for any medical emergency the department may be called for.

Ambulance Service TC "Ambulance Service" \f C \l "3" 

One of the previously-established goals of the department is to become an ambulance provider.  By becoming a provider, the department is then able to directly control the quality of the service rendered to its customers.  Currently, the department’s paramedics and EMT’s generally arrive at the emergency scene first and then patient care is turned over to a private ambulance service for transport to the hospital.  This scenario is less than ideal because there is virtually no control over the quality of the staff, medical protocols, or the equipment utilized by the private service.


The department has provided EMS coverage for the citizens of White River Township since the creation of the fire department in 1952, when services consisted primarily of basic first-aid.  In addition to fires, archived records from the 1950’s show that the department also responded to requests for both medical emergencies and vehicular accidents.  This basic “first-aid” continued into the late 1970’s and early 1980’s when the State of Indiana created the Crash Injury Management Technician program and then eventually the Emergency Medical Technician and Paramedic programs.  Shortly thereafter, the department became a basic life support provider utilizing Emergency Medical Technicians.  In 1998, a great stride was taken when the department developed a paramedic program and became the first ALS non-transport provider in Johnson County.
The development and implementation of Advanced Life Support (ALS) ambulance transport into the fire department’s strategic plan for the future opens the door for many potential problems.  Any time a new concept or idea is put into a strategic plan without any data collection or analysis, unforeseen problems will develop and critical areas will be overlooked or forgotten.  The department has unfortunately faced these circumstances many times before when relating to unplanned growth.  To avoid reoccurrence, the development and implementation of an ALS transport service must be proactive from data collection through implementation.


Knowing that the split for ALS versus BLS transports is near 50/50 for White River Township, a break-even budget can then be developed using several other known values.  The following (Figure 6) is a sample budget (using 2004 figures) showing the number of transports needed at current market fees based on an eighty percent collection rate.  Under this scenario, four transports per day would be needed to break-even a single ambulance, staffed with one EMT and one paramedic, 365 days per year.  This project assumes a Chief of EMS is already on staff to head up the program.
REVENUES

	Item
	Transports
	Rates
	Bill
	Collect

	ALS transports
	661
	 $           550 
	 $     363,550 
	 $     290,840 

	BLS transports
	716
	 $           375 
	 $     268,500 
	 $     214,800 

	Totals
	1377
	 
	 $     632,050 
	 $     505,640 


                                      (3.77 needed per day)

EXPENSES

	Item
	Salary
	Qty
	Total

	Paramedics
	 $       40,828 
	3
	 $     122,484 

	EMT's
	 $       38,328 
	3
	 $     114,984 

	FLSA
	 
	 
	 $        8,453 

	Other OT
	(per empl)
	104
	 $       12,687 

	Vacation
	(per empl)
	120
	 $       14,638 

	PL
	(per empl)
	48
	 $        5,855 

	PA
	(per empl)
	48
	 $        5,855 

	Education
	(per empl)
	48
	 $        5,855 

	Holiday
	(per empl)
	3
	 $        1,800 

	Sick
	(per empl)
	48
	 $        5,855 

	Longevity
	(per empl)
	 $           100 
	 $           600 

	Medicare Taxes
	 
	 
	 $        4,336 

	Health Insurance
	(per empl)
	 $        6,646 
	 $       39,876 

	PERF ('77 Fund)
	(per empl)
	 $       11,562 
	 $       69,372 

	Workers Comp
	(per empl)
	 $        1,055 
	 $        6,330 

	Property Ins
	 
	 
	 $        6,142 

	Uniforms
	(per empl)
	 $           300 
	 $        1,800 

	Supplies
	(avg per call)
	 $             30 
	 $       41,310 

	Maintenance
	(avg per call)
	 $             18 
	 $       24,786 

	Fuel
	(avg per call)
	 $               9 
	 $       12,393 

	Miscellaneous
	 
	 
	 $        5,000 

	
	
	Total:  
	$      505,413


Figure 6
 TC "Public Protection Classification" \f C \l "1" PUBLIC PROTECTION CLASSIFICATION

A common goal of any fire department is to improve its Public Protection Classification.  The Public Protection Classification is determined by the Insurance Services Office (ISO) using the Fire Suppression Rating Schedule.  The fire Suppression Rating Schedule is based on 10% for receiving and handling fire alarms, 50% for the fire department itself, and 40% for the water supply available.  The system is based on a relative scale from 1 to 10 with 1 being the best possible rating.


A significant achievement of the White River Township Fire Department was the attainment of an ISO rating of Class 4 for the hydrated regions of the fire district and a Class 8 for the non-hydrated areas.  The department accomplished this goal in 2000 after a lengthy review by the ISO.  It shall be noted that many of the areas graded are outside the control of the fire department, such as fire hydrant saturation.

The pursuit of a higher rating does not end there though.  The eventual reduction to an ISO Class 3 or lower would have many impacts, not only for the fire department, but for the community as well.  A reduction from a Class 4 to a Class 3 department for example could result in lower insurance premiums for homeowners by up 8%.  However, even though the department may earn a lower rating, it does not mean insurance rates will automatically drop.  Therefore upon any reduction, homeowners will be instructed to compare policies in order to obtain the best possible rates.

The lower the Class rating for the department, the more difficult it is to attain.  For example, as of January 1st, 2004 and out of over 44,000 departments nationwide that are graded, only 340 of them are a Class 2 and only 30 are a Class 1.

 TC "Staffing" \f C \l "1" STAFFING


Determining proper staffing levels is another subject addressed by the NFPA in Standard 1710 which states the following:

5.2.1.2.1 “The fire department shall identify minimum company staffing levels as necessary to meet the deployment criteria in 5.2.3.1.1 to ensure that a sufficient number of members are assigned, on duty, and available to safely and effectively respond with each company.”
Specific numbers of personnel are left up to each individual department to determine with respect to safety and availability.  In order for the White River Township Fire Department to make this determination, other information must be considered.  First, the availability of adequate staffing must be looked at, and second, the job functions of each type of crew should be analyzed.  Utilizing an industry-standard first alarm assignment configuration, the total number of personnel can then be calculated.  Through an extensive study by the Dallas Fire Department in 1984 (Moeller, 3), it was determined that for the average single family dwelling fire, it would take three engine companies, a ladder company, and an incident commander to begin safe operations.  This information was derived from the job functions required of the various crews.  The study also indicated that an engine company, who was charged with the task of actual fire attack, would need four firefighters to complete their assignments and a ladder company would need five to complete their assignments.  The study’s findings were based on using the most efficient number of personnel necessary to complete the tasks with the least amount of firefighter stress.  The following diagram (Figure 7) is a summary of the results where each of the individual icons represents a single firefighter and his or her associated job task.  This diagram assumes that fire scene job tasks often require the splitting and combining of individual crews in order to obtain the necessary numbers of personnel to do a particular job.  The Safety Officer, Pump Operator, Rapid Intervention Team, and the Primary and Backup Attack Lines are all job tasks handled by the responding engine companies.   The Search Team, Ventilation Team, and Aerial Operator are all tasks performed by ladder company personnel.  The Incident Commander will arrive separately and be charged with overall scene supervision.
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Figure 7

NFPA 1710 received its foundational information from four major case studies involving fire department staffing levels.  The four entities, the International Association of Firefighters, the Ontario Fire Marshal’s Office, the Phoenix Fire Department, and the Dallas Fire Department, had each conducted extensive surveys throughout the 1980’s and 1990’s.  However, one in particular, the Dallas study, was extremely detailed and used in much of the research for NFPA 1710 (Moeller, par. 7).  As noted in a previous section, the report states that engine companies shall respond with a minimum of four firefighters and that ladder companies shall respond with a minimum of five firefighters.  These counts were selected as the optimal number of personnel needed to conduct a basic set of fire scene functions based on the crew types of engines and ladders.  Equally important however as individual crew staffing is the staffing made available per incident.  The number of engines, ladders, and other crews assigned to a particular type of call is significant in that a limited assignment can put firefighters and trapped civilians at higher risk.
Additionally, the OSHA “Two In, Two Out” rule (OSHA 29 CFR 1910.134) states, in summary, that in order for two firefighters to enter a fire-charged building where respiratory protection is required, two additional firefighters must be outside the structure and available to make a rescue if the first two become trapped.  Adherence to these two policies as a minimum has been monumental in preventing firefighter injury as well as provides more rapid scene mitigation due to the higher numbers of personnel available.

The intent of the second part of this section is to specifically address the daily staffing component.  Simply put, the only way for the fire department to provide its services is through staffing.  Utilizing the data collected from the NFPA, I.S.O., and OSHA, the department can then establish a minimum first-alarm assignment that shall be available, on-duty, to respond at any given time.  The total crew size of eighteen, as outlined earlier in figure 3, shall then be broken down into two engine company crews of four personnel each, a rescue company crew of four personnel, a ladder crew of five personnel, and an incident commander.  This configuration will allow the proper deployment of the required numbers of personnel to meet all of the minimum objectives set forth by the department as well as NFPA, I.S.O., and OSHA.  The compliment of four crews would then be spread out among the four station sites in order to provide compliance with the four minute guideline.  Although this is a minimum recommendation, it shall remain imperative that the department continue to pursue increases in staffing when available.  Ideally, engine companies would be staffed with five and ladder companies staffed with six.  This would accommodate firefighters that are off duty due to illness or vacation and still allow the crew to function efficiently at the reduced staffing level.  Also in the ideal setting, the department would have one engine company at each of the four fire stations capable of providing paramedic-level emergency medical services.  Even though this level of service is being provided now, the department will need to staff additional paramedics to accommodate those that are off work for any reason.  This can be accomplished by cross-training other crew members on different apparatus.  Additionally, there should be a goal to provide a dedicated rescue company (not a crew shared between an engine and rescue) and two dedicated ladder companies to round out the daily compliment of large apparatus.  This would assure crew availability and as well as server as a backup during multiple call situations.


The last part of this section pertains to current internal staffing and job descriptions.  As a side-effect of a growing department, it has become apparent that significant internal re-alignment is necessary to accommodate the changes within the department.  Currently, the cadre of different jobs that make up the operations of the department are shared among each of the line officer staff from the Chief on down to the Lieutenants.  This scenario has led to each of the officers to perform “double duty” essentially holding two different job titles.  For example, a Lieutenant on an Engine Company is a Company Officer first and then will also perform an additional job task such as Investigator or Vehicle Maintenance Technician.  Beginning in 2006 however, firefighters will now be compensated for the second “job”.  Employees will “apply” for these additional job titles and then receive quarterly stack pays for the time spent in each discipline.

The department is becoming busy enough where the lieutenants on the responding apparatus should function solely as company officers and not be burdened with extra job responsibilities.  This will allow the company officers to have more “face” time with their crews and allow them to concentrate on personnel management issues.  These individuals are at the forefront of the department’s bread and butter operations and are expected to perform at peak efficiency while maintaining crew integrity and safety at all times.

However, in order to achieve the above aforementioned results, the department will still need to re-assign, eliminate, and/or re-align the various job tasks currently handled at the lieutenant level.  With the advent of the Training Chief position in January, 2005, there will be even more assistance in the office to take on some additional responsibilities.  Additionally, shunting much of this work toward the newly created Captain positions (such as building and apparatus maintenance) and to the Battalion Chiefs (human resource issues), will help facilitate this process.  There will be however some jobs that will still need to be handled at the shift level, such as EMS supply, fire investigations, EMS run report auditing, etc.  These jobs would be handled by designated personnel who wish to perform these tasks for a small quarterly stipend.


The department should immediately establish a team of individuals with various backgrounds and expertise to study this issue and eventually make recommendations.  This would primarily be handled with Chief Officers because of the knowledge base that exists at this level.  The team would also propose written job descriptions for each position that would be more reflective to today’s fire department operations.
 TC "External Agency Relationships" \f C \l "1" EXTERNAL AGENCY RELATIONSHIPS

The White River Township Fire Department must interact, and in many cases, comply with regulations established by external agencies.  A focus on meeting the expectations of these external customers ensures the effectiveness of our department on these calls. There are positive benefits from responsibly meeting the expectations of these external agencies. One of the hallmarks of a great organization is how it interacts with those entities requiring its attention.  White River Township Fire Department will live up to that responsibility.
The fire department currently has signed agreements with each of the surrounding departments to either provide mutual-aid on request or automatic mutual-aid at time of original dispatch.  These agreements were forged in response to providing the best possible service to any member of the community no matter where they may reside.  A subsequent and pleasant side-effect of these contracts is a vastly improved working relationship with each of the aforementioned departments.
 TC "Public Perception" \f C \l "1" PUBLIC PERCEPTION

Perception is everything.  If the department’s employees and customers perceive that the White River Township Fire Department is well managed and provides great services, then that is true.  An opposite perception of poor management and substandard service is also true.  Perceptions are the precursors to attitudes.  The department must have a plan to develop positive perceptions from our external as well as internal customers. This is especially critical in an environment in today’s environment.
 TC "Customer Service" \f C \l "1" CUSTOMER SERVICE
Customer service has become a priority for many fire departments across the country.  It is something that has become expected in all areas of life and no longer can the fire department stand witness.  This is pledged clearly in the department’s mission statement and organizational values.

 TC "Media Relations" \f C \l "1" MEDIA RELATIONS

The White River Township Fire Department must pay special attention to its relationship with the media.  The media can solidify the standing in the community or destroy the confidence the citizens have in the department.  There must be a comprehensive plan to maximize positive publicity and reduce negative stories. The primary means of accomplishing this goal is through service excellence.  After executing the department’s services with excellence, there must be a coordinated approach to articulate the accomplishments of the department.

 TC "Marketing" \f C \l "1" MARKETING

The White River Township Fire Department must pursue opportunities to showcase the achievements of the department to both its employees and customers. This not only provides morale enhancements, but it also details the value of an effective fire department pursuing excellence in public safety.  The private sector knows the value of an effective marketing campaign to its bottom line. This approach can be equally effective in the public sector to maintain adequate funding in an era of shrinking budget allocations. The public will support a public sector agency if they believe that superior service is being provided with their tax contributions.  The department intends to provide service beyond the community’s expectations, all while being fiscally responsible.
The following section outlines a specific marketing campaign in detail and addresses the various pertinent sections as specific to the White River Township Fire Department.  The plan will give a broad overview of the department’s current situation as well as outline some of the specific marketing strategies in use today.  Additionally, the plan will also make recommendations in several key areas.
        Situation Analysis TC "Situation Analysis" \f C \l "3" 
Before future development can be discussed, it must be understood where the department is, and where it has been.  Strategy is about playing towards strengths and away from weaknesses.  Marketing is about fully understanding the target market and the needs of that market.

Therefore, this section begins with a market analysis looking in detail at the target market and market needs.  Next, a "Strengths, Weaknesses, Opportunities, and Threats" (SWOT) analysis will look in detail into each of the aforementioned categories. Finally, the section finishes with a look at some other key factors of the present situation.
        Market Summary TC "Market Summary" \f C \l "3" 
The market in this case, although bound to a specific geographic region, is continually growing in terms of population. As noted previously, the fire district covers twenty-two (22) square miles with a population of about thirty-seven thousand (37,000) persons. Also, at any given time, there are several thousand "visitors" either patronizing or passing through the district.  Any one or more of these individuals can be in need of the fire department's services at any time of the day on any given day of the year.
The department has also identified a few sub-markets within its overall market. Some examples include school-age children who will be recipients of the department’s public education program, ambulance service recipients, and an adult education market specifically aimed at training firefighters as well as providing CPR courses.

        Market Demographics TC "Market Demographics" \f C \l "3" 
The district’s population grows on a daily basis with a nearly thirty percent (30%) increase in growth over the past ten (10) years alone. In fact, the township was dubbed as "the fastest growing township in the state" by a local television station in 2002.

This growth is expected to continue into the future for at least the next twenty (20) years when the township is expected to be built out.  With all things considered, this would put the population at about fifty-three thousand (53,000) persons in the year 2024.

The physical lines of the department’s jurisdiction do not necessarily fully represent the entire potential market. Because the department has signed mutual-aid agreements with surrounding fire departments, the potential exists for additional run load as well as exposure to additional population.  Although not a significant number, the department can be expected to respond to less than one-hundred (100) calls for mutual-aid per year.

        Market Needs TC "Market Needs" \f C \l "3" 

The uniqueness of the fire service industry presents a special demand on departments to provide a vast array of services.  Although it is virtually impossible to prepare for every type of situation, most departments are capable of handling approximately ninety-five percent (95%) of all emergencies without having to call for additional help or resources.


The market needs are assessed primarily by historical data as well as proactive futuring.  This information is then used to establish the necessary programs needed to handle the identified incidents.  Once established, changes are then addressed generally through strategic planning sessions.

        Market Growth TC "Market Growth" \f C \l "3" 

With the population expected to grow by nearly forty-five percent (45%) over the next twenty (20) years, so too will the demand on fire and emergency medical services.  One segment in particular that is just on the verge of phenomenal growth is that of multi-family dwellings.  The department must respond by preparing for a significant increase in calls in areas of high-density multi-family dwellings as well as train for the wide variety of emergencies specific to this type of housing.
        Market Segmentation TC "Market Segmentation" \f C \l "3" 

The fire department utilizes market segmentation by identifying key groups and intended recipients of future services.  This is especially evident in the fire prevention division where school children are categorized based on age and the ability to comprehend a fire safety message.


More can be done here though such as recognizing new ethnic populations and researching target age groups to help identify new directions in pre-hospital medical care.

        Target Markets TC "Target Markets" \f C \l "3" 

Because the fire department must be able to provide all of its services to anyone who may need them, there essentially is no target market per se.   The target market for the department is really an anticipated one.  It is a market where the customer can effectively involve just about anyone from any walk of life.  This can be a difficult task to overcome as all new and existing projects must take this into account.



        SWOT Analysis TC "SWOT Analysis" \f C \l "3" 

The “Strengths, Weaknesses, Opportunities, and Threats” (SWOT) analysis shows that the fire department is in an overall sustainable position in that strengths generally balance out weaknesses and opportunities outnumber threats.  

After conducting an internal survey among existing department employees, the following results were established.  They are combined and condensed for this format.
STRENGTHS TC "Strengths" \f C \l "5" 
· Experts in the field.  The fire department, by the very nature of the business, is where you would find experts in firefighting and emergency medical care.

· Divisional strengths.  There are many divisions that make up the fire department, but currently there a few that excel in their fields such as Emergency Medical Services and Special Operations.

· Efficiency.  The fire department is good at what it does and can do it very efficiently.  This is accomplished through an established and thorough training regiment.

WEAKNESSES TC "Weaknesses" \f C \l "5" 
· Ability to handle multiple calls at once.  The department does not have the available staffing to handle two large incidents at the same time.  Mutual-aid must be utilized on an as-needed basis.

· Intra-departmental growth.  As the department grows, internal resources become strained with some projects and programs falling victim.

· Communications.  As with most service organizations, communications is an area of vital importance.  In this case fire-ground communications is considered adequate, most likely because of the extensive training that occurs, but intra-departmental communication could use some improvement.

OPPORTUNITIES TC "Opportunities" \f C \l "5" 


· Special Operations.  The Special Operations Division is one area where significant opportunity exists.  The department can easily develop new programs such as swift water rescue, confined space rescue, or a hazardous material team by utilizing its existing personnel.  Additional equipment would need to be purchased but this would be a one-time cost.


· Emergency Medical Services (EMS).  The department has already made great strides in EMS over the years with the advent of an Advanced EMT program followed a few years later by a full Paramedic Program.  The department still stands to gain by further pursuing new studies of pre-hospital emergency medicine and the creating of more assertive protocols for paramedics to utilize.


· Bright future.  The department overall is in its infancy with first making the migration from an all-volunteer force to then a combination of part-time and full-time personnel to a fully-career department in the near future.  The department already has an energetic, educated, and well-motivated staff that is ready to take that next step.

THREATS TC "Threats" \f C \l "5" 
· Government cutbacks.  As with all public entities, the fire department is at risk of government cutbacks due to economic downturns.  Although this is extremely unlikely at least in the next twenty (20) years or so in this township because of the building boom, it still must be thought of as a potential threat.


· Private fire departments.  In certain parts of the country, a private firm is taking over the business of running the fire department from local cities.  This is because they claim they can do it for less and cities like it because it removes them from most liability.  The department needs to respond by maintaining its cost-effective position.

        Marketing Mix TC "Marketing Mix" \f C \l "3" 

The fire department utilizes a broad array of marketing tools in its marketing strategy.  In terms of the four (4) P’s, Product, Price, Promotion, and Place, the department engages in all but pricing strategies.  This is because the department provides its services without charge through tax revenues.  The other three however are used extensively.


The “product” is the core of what the department does.  It is its everyday operations.  The product is what the end-user needs and the department must anticipate those needs ahead of time.  This is accomplished through strategic planning utilizing forecasting as well as historical data.


“Promotion” is something the department is improving in every year.  It essentially is how the public sees their fire department and is also how the department gets its fire prevention messages out.  This is accomplished through direct promotion such as events and lectures as well as through direct marketing such as mailers and web site advertising.


“Place” is one area where currently the department has some flexibility in determining where to locate future fire stations.  The need has been addressed previously and further plans have yet been decided.

        Market Research TC "Market Research" \f C \l "3" 
Research is an integral step in developing any marketing plan.  The department definitely needs to know and understand its potential customers. In the past the department has been too distant, and perhaps too quick, to just guess about its customers, rather than conducting real research.  In response to this, the department needs to rely more on research than on educated guesses.  

The department has been utilizing software-based reporting for over nine years now, so a wealth of information on historical data is available.  The computer system also allows for easy querying of this information by most personnel without extensive computer training.

In order to stay abreast of new technologies and new ways of conducting daily operations, the department encourages its employees to read various trade periodicals of interest.  This, along with a strict training program, keeps the department out in front of its peers as well as provides a safer work environment for its employees.
        Financials TC "Financials" \f C \l "3" 

Because the fire department is a not-for-profit entity, it does not strive to earn a profit.  It does however strive to be cost effective.  Each year the department prepares a budget to send to the state for the following year.  Its expenses always match the requested revenues and in reality are generally slightly less than the revenues at year’s end.  The department must continue to maintain its cost-effective stance and even find ways to do more with less all while preserving its efficiency.

        Managing the Marketing Effort TC "Managing the Marketing Effort" \f C \l "3" 

The fire department is a hierarchical agency with a Chief Officer overseeing each of the major divisions who all report to the Deputy Chief who in turn reports to the Fire Chief. 


Each division is responsible for its own marketing effort and will be held accountable for it.  It will also be each division’s responsibility to conform to the overall marketing strategy as outlined herein and to make future recommendations as necessary.  The Fire Chief and Deputy Chief of the department will together see that this is done.

 TC "Health & Safety" \f C \l "1" HEALTH & SAFETY
FITNESS TC "Fitness" \f C \l "3" 
More than half of all firefighter deaths are caused by heart attack at an average age of 43.8 years. This alarming statistic is of great concern to the department. Employees must have sufficient levels of fitness to survive the labor-intensive job duties of firefighters.  The fire department is dedicated to assisting its employees with a fitness test and maintenance plan to guide them to a healthy lifestyle and a long productive life.  The department’s external customers expect firefighters to be physically fit to effectively perform the strenuous requirements of this profession.  This plan sets a course to achieve improved fitness for all employees.

A fitness and maintenance program was made available for all of the department’s employees beginning in July, 2003.  The department employs a part-time fitness trainer that is available to all employees at no cost to them.  Fitness evaluations are scheduled on a voluntary, first-come, first-serve basis.  All personnel tested will be issued a personalized exercise and conditioning prescription after each evaluation.  Adherence to these personalized prescriptions will be strictly voluntary, but highly recommended.
The goal of the department’s Fitness Evaluation Program is to provide all employees with valuable information about their personal aging trend with respect to changes in functional capacity.  This personalized conditioning guide will give employees the opportunity to deal with their own aging trend intellectually.  If they become sufficiently motivated by this information to improve health and fitness, the department only stands to gain from a healthier employee.
 TC "Funding" \f C \l "1" FUNDING

Since the department has little to no control over the ever-increasing run volume, the department is constantly searching for ways to accomplish more without additional resources. Sometimes this is possible, but many times the lack of adequate funding hampers the ability to meet the needs of the department’s customers in the manner that is expected.  This results in increased response times, insufficient staffing, and increased stress on employees.  One of the solutions has been to pursue additional tax dollars by raising the tax levy, which however, has unfortunately been unsuccessful because of current tax laws.

Because the department is organized as a fire district, its funding sources are more unique than the traditional city or township sources.  Since 1987, the department has received tax monies through a five member board of trustees that is appointed by the Johnson County Board of Commissioners.  It wasn’t too long after the creation of the district that an emerging problem began to become evident.  The tax levy was set too low to allow for future growth.  All real attempts at raising the maximum tax levy failed up until 2003 when the levy was appealed at the state level.  The successful appeal allowed the maximum levy to be raised to a sufficient level to permit an increase of over $1.7 million per year.  However, the funding problem did not end there.  Although it provided some relief, achieving the department’s vision was still a long way off.  Pursuing the change in legislation that restricts the maximum tax levy from being changed is the ultimate solution, but likely the most difficult.

From about 1997 on, the department has relied on securing loans from banks to make its larger capital purchases, such as apparatus and buildings.  These loans are then paid back, usually in six-year terms, from proceeds collected from a debt tax that is raised outside of the maximum levy constraints of the General Fund.  The department has enjoyed a 100% success rate at securing these notes through applying for, and being granted, the various appeals for these capital projects.

Because of the unreliability in future Debt Fund loan acquisitions, the department should immediately begin to enact a plan to eliminate the need for these or any other type of similar loan.  This will also prevent the department from becoming dependent on the additional income tax revenues that are generated as a result of increased debt.  However, due to the several recommended upcoming building and land projects, these loans will still be needed for the next several years, but then would be phased out.  This would ultimately reduce the tax rate and thereby create positive news for taxpayers.  The chart below (Figure 8) shows both active and future loans and their respective amounts and projects.  
FIRE LOANS
	Year
	Amount
	Purpose

	2008
	 $    500,000 
	Purchase land for future Station 54 (southwest district)

	2009
	 $ 1,443,800 
	New training facility (location to be determined)

	2010
	$             -  
	No Fire Loan

	2011
	$ 3,192,900   
	Addition of Station 53 (northwest district)

	2012
	$             -  
	No Fire Loan

	2013
	$ 3,361,100
	Addition of Station 54 (southwest district)



Figure 8
The department also raises a cumulative fund tax, again outside of the maximum tax levy, to secure firefighting and building-related capital items such as fire equipment, apparatus, and staff vehicles as well as building refurbishment.  The following sample charts (Figures 9 and 10) display each item and the annual replacement (or refurbishment) amount for each.  Each year, this amount is received in tax revenue and then set aside for future use as funds to pay for the replacement of the vehicle or equipment or refurbishment of the building.  The amounts shown below are the annual cost amounts per item.  The actual working schedule can be found in the department’s internal Fiscal Plan Worksheets.
BUILDINGS
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Figure 9
EQUIPMENT
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Figure 10
With all four funds combined, the General Fund, the Debt Fund, Building Debt Fund, and the Cumulative Fund, the total expected revenue for 2008 (through taxes and other sources) is $6,772,045.  Details for each fund, plus a recap of the Capital Projects Fund can be found in the Exhibits section at the end of this document.  Each of the figures listed is linked to the department’s fiscal plan which is updated continually.
 TC "Plan Synopsis 2008" \f C \l "1" Plan Synopsis 2008
2008

The following is a synopsis of achievements and goals set to occur in the year 2008.


· Have accreditation review conducted.

· Sell the Runyon Road fire station.
· Purchase land for future Station 53 in the northwest portion of the district with funds already received from the 2003 Fire Loan.

· Establish Training Facility Assessment.
· Begin specification of replacement of Rescue 51.
· Replace, on rotation, two staff vehicles.

· Begin establishment of Alternative Future Funding Assessment Team

· Continue ambulance service feasibility research

· Continue pursuing land purchase in southwest portion of the district.  Obtain a fire loan or negotiate donation through property development process.

Plan Synopsis 2009 TC "Plan Synopsis 2009" \f C \l "1" 
2009

The following is a synopsis of achievements and goals set to occur in the year 2009.


· Finalize Training Facility plans and obtain fire loan for construction of the facility.
· Take delivery of Rescue 51 replacement vehicle ordered in 2008.
· Begin specification of vehicle utilizing Rescue 51 chassis for Structural Collapse Unit.

· Specify and replace rescue boat.

· Replace, on rotation, three staff vehicles.
Plan Synopsis 2010 TC "Plan Synopsis 2010" \f C \l "1" 
2010

The following is a synopsis of achievements and goals set to occur in the year 2010.


· Specify and replace golf car unit with more capable equipment.
· Occupy the new training facility.

· Begin specification of replacement Engine (Engine 55).

· Replace, on rotation, two staff vehicles.
Plan Synopsis 2011 TC "Plan Synopsis 2011" \f C \l "1" 
2011

The following is a synopsis of achievements and goals set to occur in the year 2011.


· Take delivery of new replacement Engine (Engine 55).

· Obtain a fire loan in the amount of $3,071,000 for construction of Station 53 in the northwest portion of the district.

· Replace, on rotation, one staff vehicle and the Battalion Chief vehicle.

Plan Synopsis 2012 TC "Plan Synopsis 2012" \f C \l "1" 
2012

The following is a synopsis of achievements and goals set to occur in the year 2012.


· Begin specification of two Engines (new Engine 54 and replacement Engine 52).
· Specify and replace Support 53.

· Replace, on rotation, two staff vehicles.
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      LEADERSHIP SURVEY  
        White River Township Fire Department

             850 S. Mullinix Road, Greenwood, Indiana  46143

1)  Are plans and decisions communicated so they are clearly understood?
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2)  Do the officers share and promote the department’s vision and mission?
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3)  Does your immediate supervisor make you feel like a contributing member?
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4)  Do you think that our “customers” are generally satisfied with our services?
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5)  Do you feel the leadership of the department is backed by honesty and integrity?
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6)  Is the officer staff responsive to your needs?

      [image: image34.wmf]Rarely



 CONTROL Forms.OptionButton.1 \s [image: image35.wmf]Sometimes



 CONTROL Forms.OptionButton.1 \s [image: image36.wmf]Usually



 CONTROL Forms.OptionButton.1 \s [image: image37.wmf]Always

 [image: image38.wmf]Unsure


7)  Do you feel you have an opportunity to influence decisions that affect you?
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8)  Does the officer staff maintain the highest standards of quality and service?
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9)  Are you actively supported in development of new skills and competencies?
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10)  How would you rate the overall morale of the department?
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53%





21%





14%





7%





5%





A





B





C





D





E





Devonshire Apartments – One of many new area construction projects





The department’s first fire station (Old Smith Valley Road)





 Proper planning can prevent future shortcomings





Thorough planning is essential to prevent future catastrophe





Employee camaraderie is an important value





Teamwork is a critical element on the incident scene





Strong leadership skills are essential at all levels





Station 53 – 850 S. Mullinix Road





Station 52 – 398 Meridian Park Lane





Station 51 – 1086 S. Runyon Road





Fire prevention has become an import part of our daily schedule





Aerial 53 at Headquarters





Adequate staffing is critical to effective scene mitigation





Annual Donut Eating Contest at Meijer





Bluff Acres Flood – May, 2002





Fall - 2002





 Golden Corral Construction Site – January, 2001





August, 2003





WRTFD Bike Team – May, 2002





Meridian Park Dr and SR 135 – September, 2004





Walters Body Shop Fire – February, 2004





Summer, 2003





Summer, 2003





Summer, 2003





Out of district: Training





Out of district: Fire Prevention





Multiple/Simultaneous calls





Miscellaneous





Outliers





Fire Prevention Week – October, 2001





March, 2003





Bluff Road Training House – FDIC – April, 2004





February, 2004








Annual donut eating contest at Meijer
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