	INSTRUCTOR GUIDE�PRIVATE ��



COURSE:  FIRE OFFICER I



	SESSION REFERENCE:  1-1



	TOPIC:  THE ROLE OF THE FIRE OFFICER:  DEVELOPING THE

			PROPER MINDSET - LECTURE



	LEVEL OF INSTRUCTION:  



	TIME REQUIRED:  3 HOURS



	MATERIALS:				REFERENCES:

	Overhead projector            Webster's New World Dictionary

	MFRI OHT's                      3rd College ed.

	Local content materials       Firefighter I Program

	Video: Professionalism:       Professionalism: A Roadmap to

	  A Roadmap to Achievement      Achievement, Module VIII,

	                                1988 Coleman

	                              NFA Fire Service Supervision

	                              NFA Leadership: Strategies for

	                                Supervisory Skills       

	                              NFA Leadership: Strategies for

	                                Personal Success

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

PREPARATION:



	MOTIVATION:	The fire officer's role is that of providing

	a positive influence and role model for subordinates.  It requires such traits as fairness, objectivity, impartiality, and above all, professionalism and ethical conduct.  Your mission is to enhance the development of your subordinates once you make the transition to the officership ranks.



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



	The student will be able to identify and describe the various component factors that contribute to the fire officer's development, and how they relate to the interactive process with subordinates from memory, without assistance, to a written test accuracy of 70%.



	OVERVIEW:                                    T-FOI-1-1-2



	The Role of the Fire Officer

	*  Mission and Objectives

	*  The Proper Mindset

	*  Professionalism

	*  Role Modeling

	*  Mentor, Delegator, and Coach

	*  Personal Effectiveness

	*  Team Effectiveness

	*  Ethics 

�SESSION 1-1	ROLE OF THE FIRE OFFICER:

	DEVELOPING THE PROPER MINDSET





SPO 1-1	The student will be able to identify and describe the various component factors that contribute to the fire officer's development, and how they relate to the interactive process with subordinates from memory, without assistance, to a written test accuracy of 70%.



1-1-1	Explain the mission and baseline objectives of the fire officer.



1-1-2	Explain the role of the fire officer in developing the proper mindset in a fire service organization.



1-1-3	Describe the role of the fire officer in developing the concept of professionalism and instilling its components in the minds of his/her subordinates.



1-1-4	Describe the concepts associated with establishing the proper role model for subordinates to follow in a fire service organization and its impact upon the operational effectiveness on the fireground.



1-1-5	Describe the fire officer's roles as a mentor, delegator, and coach, and their impact associated with being an effective leader within a fire service organization.



1-1-6	Describe the fire officer's role in developing/enhancing personal effectiveness.



1-1-7	Describe the fire officer's role in developing/enhancing the team effectiveness concept.



1-1-8	Describe the ethical role of the fire officer and his or her impact on subordinate interaction within a fire service organization.



�I.	Mission and Baseline Objectives of the Fire Officer (1-1-1)



	A.	Mission statement - the fire service in general exists to perform the following duties/functions



		1.	Preservation of life



		2.	Preservation of property



		3.	Preservation of the environment



	B.	Mission of the fire officer



		1.	Focus on the spirit of NFPA standards that affect the safety/welfare of personnel on and off the emergency incident



		2.	Develop the subordinate's attitude in respecting the personal property and feelings of various organizations and the citizens we protect



		3.	Reinforce to subordinates the community's awareness of environmentally sensitive issues and the impact of their training/fireground actions on the environment that we all share together



		4.	Gradual shaping of positive attitudes on the part of subordinates by the fire officer to enhance their learning curve



	C.	Objectives to support this mission



		1.	Instill in all subordinates the importance of safety, wellness, and cause/loss prevention relating to accidents



		2.	The importance of containing/controlling actions of subordinates on the fireground as well as in-station activities



		3.	Reinforce the importance of the ongoing educational process for personal growth development for all subordinates actively participating



		4.	Familiarize subordinates with rules, regulations, SOP's, and policies that impact on environmental issues affecting the fireground and workplace�





T-FOI-1-1-3

Stress that firefighters are taught this in the FFI program











T-FOI-1-1-4

Now, as fire officers, you have the responsibility to develop subordinate attitudes in support of this mission.  Fire officers must also support this mission as they contribute to the overall concept of effective leadership



















T-FOI-1-1-5

Stress to the fire officers that they have the responsibility to educate members of their fire service organizations in the functional aspects of the dynamics impacting daily jobs/tasks.  No one is immune from standards, policies, and procedures��

II.	Role of the Fire Officer in Developing the Proper Mindset (1-1-2)



	A.	Personal responsibilities



		1.	Develop self-discipline 



		2.	Develop a personal code of self- conduct that fosters a positive perception of your actions



		3.	Develop motivation to enhance personal development from within



		4.	Establish your personal credibility in time of crisis with peers, command personnel, and subordinates



		5.	Adhere to, and enforce, all applicable and established policies/procedures



	B.	Responsibilities to your subordinates



		1.	Emphasize the importance of developing self-discipline on/off the fireground and during station related activities



		2.	Instill within your subordinates the importance of developing and maintaining a code of behavior/self-conduct that fosters positive perceptions relating to their actions



		3.	Motivate those under your command/supervision to achieve self excellence, by enhancing personal development in all aspects of fire service activities



		4.	Challenge your subordinates to illustrate their personal credibility by actions, not words



		5.	Provide an overview of what your expectations are relating to organizational rules, policies, procedures, and SOP's and the consequences of non-compliance



		6.	Explain the consequences of nonconformity



	C.	Ultimate goals for fire officer development, achievement, and excellence 



		1.	Personal growth/development



		2.	Commit yourself to achieving personal excellence.  If you are going to accept the responsibility of being a fire officer, be a great one!



		3.	Develop a sense of loyalty to the organization you represent.  This includes your superiors, peers, and subordinates.  People "like" to be part of a quality organization!



		4.	Always protect the image/reputation of your organization outside of the work environment, not just inside the station



		5.	Be fair, objective, and impartial in dealing with your subordinates, and customers from both the internal/external environment�





T-FOI-1-1-6



Stress to students that the fire officer has a personal responsibility to achieve excellence and a responsibility to his/her subordinates to endorse any/all activities that will enhance their value to a fire service organization



T-FOI-1-1-7

The fire officer has the responsibility to his/her subordinates to challenge them to achieve excellence -  through indoctrination, skills enhancement exercises, training and education, and the direction provided them by example.  The fire officer should set an example for the subordinate to follow 



















T-FOI-1-1-8

If students can't make a commitment to these principles, they should reevaluate their desire to be a fire officer.  When you turn in your blue shirt for a white one, you leave behind the philosophy of "being one of the troops" and enter into  a level of responsibility that carries high expectation in terms of leadership, credibility, reliability, and loyalty to the organization��

III.	Role of the Fire Officer in Developing the Concept of Professionalism (1-1-3)



	A.	Professionalism defined relating to the fire officer



		1.	Professional quality of the individual



		2.	Professional team players within an organization



		3.	An individual who does something with great skill



	B.	Professionalism relating to your subordinates



		1.	Do you as a fire officer project the image of professionalism to your superiors, peers, and subordinates?



		2.	If you are not a team player, is it reasonable to expect your subordinates to be?



		3.	If you do not possess the skills necessary to train for the execution of specific tasks, will your subordinates follow/respect you?



	C.	Professionalism and perceptions



		1.	Public perceives and judges you based on:



			a.	The language/diction that you use



			b.	Your actions, interactions, and conduct



			c.	How well you communicate, both written and verbally



		2.	Your subordinates perceive and judge you based on:



			a.	The image you project



			b.	Your military bearing, or lack thereof



			c.	Your competency level



		3.	Perceptions form the basis for attitudes and opinions



			a.	Positive attitudes motivate and provide the basis for forward mobility



			b.	Negative attitudes result in a stagnant, non-productive status quo



	D.	Professionalism and growth



		1.	The fire officer must learn to maintain control under extreme pressure situations



		2.	Enhancing the judgement curve is influenced by the professionalism (mindset) exhibited by the fire officer



		3.	An increase in professionalism is proportional to an increase in the fire officer's self-worth to the organization�T-FOI-1-1-9





If a fire officer cannot lead by example, his\her operational effectiveness will be greatly diminished and perceived by those in the workplace as weak and ineffective

T-FOI-1-1-10



































T-FOI-1-1-11

The fire officer deals both with the public and organizations.  He or she is judged on the basis of how he or she looks, speaks, writes, and acts.  These factors combined lend credibility to, or detract from, the perceptions of those around you





Your ability to relate to various age groups is very important; "bridge generation gap"























T-FOI-1-1-12

These are factors that enhance the viability, reliability, and credibility of a fire officer to function within the workplace and on the fireground.  Personal development is a keystone in establishing the entire concept of professionalism

Show video entitled Professionalism: A Roadmap to Achievement (40 min.)��

IV.	Role Modeling for Your Subordinates (1-1-4)



	A.	Establishing the proper perspective



		1.	Fire officers can no longer be part of the "pack mentality" that transcends the fire service



		2.	Fire officers are on a special level of responsibility that focuses very heavily on competency



	B.	Image associated with role modeling



		1.	Fire officers who project a "stand tall" professional image influence the behavior of subordinates



		2.	The greatest compliment paid to a fire officer by a subordinate or peer is, "I want to be as good as you"



		3.	Stay removed from the prejudices, biases, and negative/idle gossip



		4.	Be your own person and take the course of action that is fair, impartial and objective in dealing with your subordinates



		5.	Never forget simple praise as appropriate - "Thank you and Good Job" are powerful tools for a manager!�





T-FOI-1-1-13



Thoughts, words, and deeds are key building blocks to leadership success







You get what you give.  Give respect, you get it back.  Demonstrating competency  motivates subordinates to follow your example.  Project a professional image and others will gravitate to your leadership style��

V.	Fire Officer's Role as a Mentor, Delegator, and Coach (1-1-5)



	A.	Mentoring



		1.	Crucial function of the fire officer



		2.	Provides a formal/informal basis for confidence building, trust, and interpersonal advising between you and your subordinate(s)



		3.	Effectiveness is based in part on the professionalism of the fire officer



	B.	The responsibility to effectively delegate and empower



		1.	Delegation is the sharing of authority, responsibility, and accountability between two or more people



			a.	Authority is the right to make decisions and take action



			b.	Responsibility is having an obligation to make decisions and take action



			c.	Accountability is being responsible for results



		2.	Reluctance to delegate authority



			a.	Fire officers know the principles of delegation but are sometimes very reluctant to try it for fear of failure or looking bad



			b.	Fire officers fail to delegate because some have never clearly understood the inherent benefits.  Consequently they find reasons to avoid it



			c.	Using delegation to opposite extreme can be a tool to cover up for an incompetent high level officer.  "Silent Delegation" means never taking charge



		3.	Benefits of the delegation process (fire officer)



			a.	Additional tasks accomplished in less time



			b.	Frees the fire officer to focus on more critical tasks



			c.	Increases team morale



			d.	Increases productivity



			e.	Fire officer becomes a more effective leader



			f.	Teaches the fire officer effective time management



		4.	Benefits of the delegation process (subordinates)



			a.	Increases their knowledge base of job responsibilities



			b.	Develops leadership and decision making skills



			c.	Increases personal motivation



			d.	More clearly defines organizational goals



			e.	Enhances self-confidence, self-esteem, and self-worth to the organization



		5.	Benefits of the delegation process (fire service organization)



			a.	Better time management



			b.	Better resource utilization



			c.	Provides an evaluation tool for future leadership roles



			d.	Enhances organizational effectiveness  



			e.	When the jobs/tasks are performed well, the entire organization looks good!



		6.	Barriers to the delegation process



			a.	Fire officers believe it's wrong to let subordinates do their assigned work



			b.	Fear that your subordinates will "show you up"



			c.	Believing that you can do it better/faster



			d.	Lack of confidence in your subordinates



			e.	Reluctancy/unwillingness to let go of favorite tasks



			f.	Fear of losing control



			g.	Fear that subordinates will fail and you'll end up looking bad



			h.	Did you select the right person for the task at hand?



			i.	Did you provide the subordinate with clearly defined goals/objectives/deadlines associated with the given task?



	C.	The fire officer and the role of the coaching process



		1.	Coaching defined - face-to-face leadership that pulls together people with diverse backgrounds, talents, experiences, and interests



		2.	Encourages the fire officer and subordinates to step-up and accept the challenge of responsibility and continued achievement 



		3.	Treats all parties involved as full-scale partners and contributors



		4.	Dynamic process - responds to changing individual needs and performances



	D.	Characteristics of effective coaches



		1.	Visionary 



		2.	Exudes self-confidence



		3.	Not afraid to show humility/compassion



		4.	Reinforces confidence in subordinates



		5.	Possess a flexible personality in dealing with group processes and individuals



	E.	Coaching philosophy - be fair - impartial - objective



		1.	Guard against the natural tendency to favor good performers and disfavor poor performers



		2.	Corporate studies have shown that in almost every case of worker evaluations/performance, top workers were most liked and the poorest workers were least favored



		3.	It is difficult to mask our true feelings.  Our behavioral patterns, i.e.: non-verbal, body language, etc. usually gives us away�





T-FOI-1-1-14



Stress to students that mentoring is an integral component of the role modeling process











T-FOI-1-1-15

T-FOI-1-1-16



Stress that if subordinates meet/exceed minimum standards in all areas of the job, and demonstrate readiness to assume additional responsibility, they are prime candidates for delegated tasks





T-FOI-1-1-17



Being able to delegate authority and responsibility engenders the respect of subordinates.  

It shows confidence in the contribution they are willing to make to the organization











T-FOI-1-1-18





































T-FOI-1-1-19





















How subordinate fits within organizational structure and goals





T-FOI-1-1-20

































T-FOI-1-1-21

If you fear the delegation process, it may have its roots in the fear of failure.  Did you take the time to properly instruct the subordinate in the requirements of the task?  Did you set the subordinate up to fail or to make peer pressure on him/her more prominent?  Were you fair, impartial, and objective?



















T-FOI-1-1-22





Coaching demands the best from everyone.  It builds mutual trust and respect, encourages the reflective listening process, and  teaches the art of principled negotiation and compromise









T-FOI-1-1-23

Effective fire officer coach should have a strong belief that he/she can make a difference in the team's performance, and acknowledges their own technical expertise, but is dependent on the team in order to be successful

T-FOI-1-1-24

Make every attempt to focus on subordinate's behavior (work performance) not on individual personalities. Feeling dislike for a subordinate ultimately communicates that feeling.  Start focusing more attention on the positive aspects��

���VI.	Developing Personal Effectiveness (1-1-6)



	A.	Definition - enhanced by knowledge, expertise, and conformity to the existing organizational culture and climate



		1.	Culture denotes the characteristics of a distinct community within an organization



		2.	Climate focuses on the uniqueness of the internal environment of the organization



	B.	Do you have a serious/positive view on cultural, ethnic, and diversity issues facing the organization?



	C.	Are you an effective/ineffective communicator?



	D.	Do you willingly accept your role in the conflict resolution process, or shy away from it?



	E.	Have you developed good time management skills (fire service vs personal business)?



	F.	Are you relating well to the public/ community that you serve?



	G.	Are you open and above board with your personal agenda, or do you shy away from communications and self-disclosure?



	H.	Do you complete assignments given to you by your superiors conducted in a timely manner?



	I.	Do you have low self-esteem or are you proud of your accomplishments and contributions with the organization?



	J.	Do you contribute to the work effort and make things happen or sit back, Monday morning quarterback, and criticize the efforts of others?�T-FOI-1-1-25





















































The concept here focuses on the premise that developing one's personal effectiveness is based upon the willingness to acquire new skills and broaden horizons.  No fire officers are born with the personality traits for instant success.  These skills are acquired and developed over one's career based in part on real life experiences��

VII.	Developing the Concept of Team Effectiveness (1-1-7)



	A.	Fire officers must key in on group dynamics



	B.	Small intergroups within the organization can help/hinder achievement of organizational goals



	C.	Fire officers must be proactive and be able to read group dynamics to head-off potential problems

	

	D.	Recognizing that the fire service is almost entirely teamwork oriented



	E.	Three types of groups occur naturally in the fire service:



		1.	Consciousness-raising groups that heighten professional organizational identity



		2.	Encounter groups that focus on individual self-development, empathy, and trust



		3.	Task-groups that do the actual work



	F.	The fire officer must remove him/herself from the deadly impact of group processes known as polarization



		1.	"We-vs-they" syndrome



		2.	Intense discussions about a perceived common enemy



	G.	The fire officer must be professional, objective, and impartial when discussing potential conflict topics such as:



		1.	Career vs volunteer issues



		2.	White shirts vs blue shirts



		3.	Suppression vs Emergency Medical Services (EMS)



		4.	Engine vs truck company



		5.	40-hour contractual vs shift workers



		6.	A shift vs B shift



	H.	The fire officer must increase the concept of group/team pride, not contribute to ongoing conflict



	I.	Know when to stop - direct the group(s) positively to prevent self-destruction



	J.	Emphasize the job-related positive attributes of your group(s)



		1.	Skills



		2.	Training



		3.	Commitment to the job/organization



	K.	If an intergroup conflict exists, information you disclose may return to haunt you



	L.	Foster the concept of loyalty to the goals/objectives of the organization first, and the group second



	M.	Familiarization of the fire officer to the concepts of task, group, and team building processes



		1.	Five stages in task group/team building development



			a.	Orientation - what they are supposed to do



			b.	Conflict - what's the best way to do it



			c.	Emergence - agreement on an idea/concept



			d.	Reinforcement - reaching consensus



			e.	Action - let's see if it works



		2.	The fire officer must direct his/her group effort by:



			a.	Asking/directing questions



			b.	Listening to all ideas attentively



			c.	Test ideas further with your group



			d.	Seeing if all members agree



			e.	Evaluate the results of group consensus



			f.	Striving for high productivity/excellence



NOTE:	Remember - you are now a fire officer whether elected, appointed, or promoted.  You now have a responsibility to constructively supervise all members of your team and to lead them professionally in thought, words, and deeds.  You can't be "one of the troops" and expect to maintain your operational effectiveness and credibility.  You have to discipline yourself to stay removed from destructive gossip and malicious character assassinations.  Participation in these types of discussions lessens your prestige and professional demeanor/image among your team members and puts you on their  level.  Do the right thing - you're supposed to be above this stage of pettiness�T-FOI-1-1-26







Constructively directing the agenda of fire service organizational group processes is necessary to maintain the good order and discipline of the organization and its work effort





The concepts to impart here identify with outputs derived from group processes

1. Belonging - commitment,

2. Building interpersonal relationships,

3. Productivity, membership, satisfaction, group consensus















Stress that it is the fire officer's job to mediate these discussions in a professional and positive manner to influence the groups thought process.  There is no place for negative comments and animosities between career/volunteer firefighters.  We are all one fire service and we must coexist harmoniously together to foster a productive group effort















































��

VIII. Ethics and the Role of the Fire Officer

      (1-1-8)



	A.	Ethics defined - Webster's defines ethics as a system of moral standards, values, or morality



		1.	Ethics applied to the role of the fire officer means that he/she conforms to the standards of conduct established by their chosen profession.  It involves a system or code of morals of a particular person, religion, or group



		2.	It involves principles of integrity and honor and sets forth behavioral expectations on the part of the fire officer



	B.	Codes of ethics are standards of behavior for:



		1.	One's professional life



		2.	Relations with the public



		3.	Relations with employers



		4.	Relations with co-workers



	C.	Fire officers, regardless of rank, must demonstrate the highest standards of loyalty, personal integrity, truthfulness, honesty, and fortitude in all personal and fire service activities



	D.	It is incumbent upon fire officers to instill the tenets of ethical conduct and behavior in their superiors, peers, and subordinates



	E.	Fire officers are expected to make decisions and have a stake in the outcomes



		1.	Ethical decisions need to consider community/organizational/personal standards, sensitivities, and expectations



		2.	Evaluating available resources/guidelines can help the fire officer resolve ethical dilemmas



	F.	Personal and professional ethics are shaped by differing sources



		1.	Family values (traditional) and culture



		2.	Community attitudes, perceptions, expectations



		3.	Religious beliefs and teachings



		4.	Internal value system or culture within the organization



	G.	Characteristics of an ethical fire officer/leader



		1.	Models ethical behavior after others who emulate these ideals or character traits



		2.	Attempts to balance personal ethics with those of the organization



		3.	Considers impact of decisions on those affected



		4.	Operates with integrity, honesty, courage, and conviction



		5.	Approaches ethics from a positive point of view, guided by his/her own ethical compass or conscience�T-FOI-1-1-27













This could be a fire service organization state, local, municipal government, or federal agency



































T-FOI-1-1-28













All members of a fire service organization should demonstrate loyalty to that organization





The clearer the standard(s), the easier the decision













Influenced by what society in general expects, what the local community believes is the job of this organization, and by numerous laws, codes, and other standards of behavior





T-FOI-1-1-29

How can you expect your subordinates to be ethical if you, as a fire officer, don't lead them by example?  You must be a cut above the masses.  Follow the facts, of the situation, not your emotions!

�����

����SUMMARY

                                                                  



	REVIEW:                                         T-FOI-1-1-30



	The Role of the Fire Officer	

	*  Mission and Objectives

	*  The Proper Mindset

	*  Professionalism

	*  Role Modeling

	*  Mentor, Delegator, and Coach

	*  Personal Effectiveness

	*  Team Effectiveness

	*  Ethics



	REMOTIVATION:



	The role of the fire officer is multifaceted.  It is impacted/influenced by intergroup dynamics, cultural, and ethnic diversity issues, challenging both you and your subordinates to achieve excellence, and the necessity to be fair, impartial, and objective.  You have chosen to accept the responsibility of being a leader.  In so doing, you now are held to a higher level of expectation and accountability than your subordinates.  If you are not prepared to function as a role model and teach the concepts of what it is to be ethical and professional to your subordinates, you will ultimately be perceived as a weak and ineffective leader.



	ASSIGNMENT:



	Students will complete a homework assignment relating to officership development.



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



	EVALUATION:
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