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ABSTRACT

The problem addressed by this research is the dement of retaining volunteer employees. Some
volunteers stay as amember, but have not continued to participate in ether darm activity or training.
Timethat is needed in the fire service today takes great commitment from anindividua. The ability of
the volunteer fire service to adequatdly respond to the changing needsis largdy afunction of its
adminigtrators.

The purpose of this research was to evauate/determine a currency requirement system that helps
retain employees, while il providing a benefit to the citizens of Southern Platte Fire Protection Digtrict.
This study used an evauative research methodology. The research questions to be answered were:

1) What are the issues, nationwide, of why volunteer firefightersemergency workers do
not participate within their department?

2) Nationally, what helps retain a volunteer firefighter/emergency worker?

3) Under the present duty-time requirement system, within Southern Platte Fire Protection
Digtrict, how has retention increased over the past year?

4) What should the minimum reguirement be for employees that want to volunteer their
time to the Southern Matte Fire Protection Digtrict?

5) How can this criterion be used to increase the retention of employees?

A literature review was conducted utilizing publications from the Learning Research Center (LRC) at
the National Emergency Training Center (NETC). Additiona literature reviews were conducted at the
Lenexa (Kansas) Fire Department’ s Learning Resource Center (LRC), along with the Internet.

Satistical andys's was conducted using data from the employees required activity over the past year.



The findings reveded that the fire sarvice is just putting afinger on the problem. The common threed
that appeared to be found is that departments are proactive with employees a the begnning of careers
and reactive when performance stops.

The study disclosed, to retain volunteers, organizations and its management must understand human
wants and needs. To be successful it must use varied incentives for employees. Programs that
appeared most successful showed smilarities in approach and content.

From gtatistical andydi's, it was found that the Didtrict should raise its duty-time requirement to 13.50
hours.

Recommendations included: 1) employee needs assessment and input, 2) evaluation, 3) work on
present incentives, 4) develop cafeteria of enticements, 5) compliment employees, 6) implement 13.50
hour requirement, 7) continue statistics, 8) correction of ingppropriate behavior, and 9) reminder of who

the employees serve.
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INTRODUCTION

“They are relied on by many asthe first line of defense, not only for fires, but dso for emergency
medicd incidents, naturd disasters, hazardous materids incidents, water rescue emergencies, confined
gpace emergencies and other public service calls,” (Buckman, 1998, p. 3). These are the men and
women that volunteer their time to serve a community.

For al the acts of duty, heroism, and time away from family, volunteers receive little to no pay.
Communities continue to call upon these individuas to come and help them in their time of need. The
Southern Platte Fire Protection Didrict’s community is not much different than the rest of the nation in its
delivery of service; by volunteers.

Asthe organization has found it necessary to change from dl volunteer to a combination department,
30 have some of the employees thoughts and actions, concerning the time commitment it takesto be a
volunteer. “The age of the volunteer services member is younger than ever before. ... lessdedication,
discipline and loydty.” (Buckman, 1990, p. 14) Therefore, the problem promoting this research isthe
element of retaining volunteer employees. Some volunteers stayed as a member, but have not continued
to participate in either darm activity or training sessons.

The purpose of this research was to evauate/determine a currency requirement system that helpsto
retain employees, while dill providing a benefit to the Southern Platte Fire Protection Didtrict and its
citizens. Thisstudy uses an evauative research methodology. The research questions to be answered

are:

1) What are the issues, nationwide, of why volunteer firefightersemergency workers do

not continue to participate within their department?



2) Nationdly, what helps retain a volunteer firefighter/emergency worker?

3) Under the present duty-time requirement system, within Southern Platte Fire Protection
Digtrict, how has retention increased over the past year?

4) What should the minimum requirement be for employees that want to volunteer
their time to the Southern Platte Fire Protection Digtrict?

5) How can this criterion be used to increase the retention of employees?

BACKGROUND AND SIGNIFICANCE

The Southern Platte Fire Protection Didrict is a suburban/rurd fire digtrict that borders Kansas City,
Missouri. It islocated in the southern and western areas of Platte County aong the Missouri River, just
south of the Kansas City Internationa Airport. The District encompasses five suburban cities, one
village, and unincorporated area. In Platte County there are eight other fire didtricts, a public safety
department, along with the Kansas City Fire Department.

The didrict has three Sations that protect 75 square miles. A population of gpproximately 30,000
people reside within these boundaries. The Southern Platte Fire Protection Didtrict responds to an
average of 1,200 darms per year. Roughly, 50% of the darms are of an emergency medica nature.

The department provides awide range of emergency and nonemergency services to the citizens.
Along with the norma range of fire related darms, personnd provide emergency medicd care with the
response of basic life support units. A non-profit company that serves the greater Kansas City area
provides ambulance service. Other services which are provided are ice/water rescue, hazardous
materia response, extrication, fire code ingpection and enforcement, contract response services,

contract dispatch services, fire prevention activities, and any other services a patron may request. The



philosophy of the department is, if someoneisin need of help or assstance, then we are going to do
anything within the department’ s means to assist them.

In June, 1996, the Didrict transformed into a combination department. Nine full-time firefighters
were hired. These were the firg full-time, on-duty, firefighters. They were hired to compliment a saff
of 48 non-compensated members. In late 1998, an additiond 4 firefighters will be hired.

The full-time firefighters work 24-hour shifts, then are off for 48 hours. Each shift has 3 firefighters
on duty, each day. The additionad employeeswill add one firefighter per shift with a daytime person,
Monday through Friday. They dl are assgned to one station, which is centrdly located in the digtrict.

In order for avolunteer employee to remain in good standing, he isrequired to perform aminimum
of 18 hours of service per month. This sarvice incdludes aminimum of 6 hours of training. The remaning
12 hours mugt be spent fulfilling duty-time requirements.  The duty-time was sstup to indtill more shift
coverage. The employees are encouraged to schedule their timein advance. The volunteers are dso
encouraged to do more time and respond when needed.

A volunteer employee can dso earn duty-time hours by responding to darms. Each darmthat a
volunteer responds to equatesto 1 hour of duty-time. Therefore, if avolunteer respondsto 7 darms
during amonth, they are dill held responsible to complete 5 more hours of duty-time.

Over the past year, if an employee did not complete hisher 12 hours of duty-time, disciplinary action
occurred. After the first time, averba warning with written documentation was issued. If a second
consecutive month was missed, written documentation was issued placing the employee on specid
probation. With each occurrence, the employee' s officer counsdled the employee of the importance of
participating and serving the community. After the third consecutive month of low participation, the

employee was terminated.



If an employee received either averba warning or specia probation, and successfully completed the
required 12 hours the second month, the employee returned to normal status. This meant that the
employee could gart being deficient the following month and the disciplinary process would Sart over.
A volunteer could take an gpproved leave of absence for sx months, if needed.

To help deter an employee from abusing the policy and possibly only meeting the requirement 4
times ayear, without being terminated, an additiond reward was given to the employee. The Didtrict
purchased a Length of Service Award Program for each volunteer. The program pays a monthly cash
retirement, based on the years of service given to the community and organization.

With the program, the Digtrict regulates what the requirements are to achieve ayear of service,
which will count towards retirement. The only present requirement needed is that an employee can not
have more than three disciplinary actions for duty-time againg them. Therefore, if avolunteer
participates nine months out of the year, he/she will receive ayear of service for the program.

This paper was prepared to meet the requirements of the Strategic Management of Change course.
The research presented relaes to the units discussing andyzation, planning, implementing, and evauating
change.

In the andlyd's phase we discussed, being able to identify the organizationd conditions as compared
to the exiging misson statement, vaues, norms, and slandards.  During the planning phase, continued
discussion topics included examining the internd and externd forces for and againg the change,
envisoning the change, sdecting the methods of change, and structuring the techniques to promoteit.

It has been noted by the adminigtration that the department has not done its best a providing group

envisoned goas prior to any change within the organization. Aslearned in the Strategic Management of



Change course, envisoned gods shared by dl are better recaived, making change interndly alittle
easier.

Continued communication was the key topic in the implementation phase. Discussion on theinitid
change evauaion, dong with continuation of monitoring were the fundamentd topicsin the evauation
phase.

This study is a continuation of those discussons that examined the four phases of change needed to

enhance the proper implementation of changing the duty-time program.

LITERATURE REVIEW

The Nationd Volunteer Fire Council notes that of the 1,073,600 estimated firefighters across the
country, 807,900 are volunteers. Thisleaves 25% pad firefightersin the United States (Nationa
Volunteer Fire Council, 1998). Of dl the locdities across America, 70% are protected “in whole or in
part by volunteer firefighters,” (Nationd Volunteer Fire Council, 1996, p. xii).

Dr. Harry R. Carter (1996), Battalion Chief of Newark (New Jersey) Fire Department points out
that population shifts, suburban development, and an aging society are raising the subject of fire
protection service ddivery. He continues to summarize that in some cases where a community wants or
needs fire protection, there may not be a sufficient number of personswilling or ableto serveina
volunteer capacity.

The conflicts of why adults can not meet the demands can not Smply be outlined. Of the volunteers,
many are parents and are between the ages of 30-45 years (Buckman, 1995). Intoday’s society, many

adults are trying to make ends meet. Thisincludes both parents working, some with two jobs. Along
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with the struggle of competing interests, most people today have little time to Soend on community
activities and hobbies (Sullivan, 1997).

Dan Jennings, Vice Presdent, Manilus Volunteer Fire Department (New Y ork) agrees with Sullivan
in saying “people aren't volunteering as often because they have other things to do with their leisure
time. More families are dependent on dua-career incomes to survive,” (Smith, 1991, p. 63).

Inan article by Internationa Fire Service Training Associaion, The Voice (1990) noted that not only
are people too busy, but they are “too caught up in leisure or career pursuits, too salf concerned and
lacking in community spirit,” (p. 10). They continued to explain that people do not want to risk their
lives, time, or energy dousing someone e sfire for no money.

In many cases, formally rurd area resdents commuted to jobs in core urban areas. These resdents
“can’t rush home and chasefires,” (IFSTA, 1990, p. 10) Couple this with the young volunteers leaving
their home towns for better jobs in the city, the number of members continue to decline (IFSTA, 1990).

Thereisds0 an adverse effect with the population swing of the young firefighters. Asthe young
leave and rurd areas become suburbiafor others, the newcomers are not familiar with the® ... concept
of volunteers ddivering emergency service and you can see the potentid for a shortfdl in the number of
fire department volunteers,” (Carter, 1996, p. 115).

Another factor that continues to hamper the retention of employeesis an externd factor placing
demands on dl departments throughout America. The externd dilemmaiis the fact communities are
changing their expectations about the services that the fire department provides (Eudailey, 1994).
IFSTA has reported on this previoudy by stating “volunteers are burned out from increased
respongbility,” (1990, p. 10). Thisissue needs to be handled with care with the welfare of the

community and ditizensin mind.
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In an article by James Jones (1995) it is apparent that Burke County (North Caroling) Search and
Rescue is hampered for a different reason. When something exciting is hgppening people want to
volunteer their services. Once they find out what is required of them, many drop out. “Now there are
minimum attendance requirements, minimum training requirements, hiring practices, ... " dates Chief
Rosendahl (1995, p. 7). In the old days, the town siren would ring and the volunteers would show up to
help. Now the demands are overwheming.

The fire service has increased its training requirements “ dramatically to cope with hazardous
materids, the AWAIR safety law, Right to Know laws, bloodborne pathogens, EM S requirements,
carbon monoxide cals and more,” (Rosendahl, 1995, p. 7). NFPA, OSHA, DOT and many more
have made governmenta recommendations and requirements that continue to be added.

There are severd motivationd theoriesthat are believed to provide basic human needs. One
conception isMadow’ s Hierarchy of Needs. Madow believed that a human has five digtinctive needs.
These needs change congtantly. A person can not move to the next leve until they have satisfied their
needs a the levd they are currently on. These needs are asfollows:

1) Physica needs
2) Safety and security needs
3) Socid needs
4) Esteem needs
5) Sdf-redization (Coleman, 1988, p. 130).
Chief Jack Snook and Dan Olsen (1989) outline alist of needs as the Rath and Burrdl’sLigt of

Needs. The following depicts that concept:

1) Bdonging



2) Achievement
3) Economic Security
4) Freedom of Fear
5) Love and Affection (p. 85)
Snook and Olsen (1989) outline another list of human needs as Murray’sList of Needs. The
following consolidates the list as.
1) Abasement - to admit inferiority
2) Achievement - to accomplish
3) Affiliaion - to please and win affection from a vaued subject
4) Aggresson - dedre to overcome or fight
5) Autonomy - to be free
6) Counteraction - to overcome weakness
7) Defendance - to defend againgt assaullt
8) Deference - to conform or admire superiors
9) Dominance - to influence or control others
10)  Exhibition - to be seen and heard
11) Harmavoidance - avoid harm
12)  Order - to put thingsin order
13) Pay - havefun
14)  Reection - to separate from negatives
15)  Succorance - to have needs gratified by the sympathy of others

16)  Understanding - to be understood (p. 85)
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Whether it is Madow, Murray, or Rath and Burrédll’ s needs mode, people have basic needs that
must be satisfied. Nationd Volunteer Fire Council could not agree more. They State that people join
volunteer fire services because abasc human need is not being met in their regular careers and that they
believe it can be met from volunteering as afirefighter (1996).

Burn out isthe next obstacle that departments face. Authors Snook and Olsen explain that when
there is not enough activity, members begin to leave. The oppositeis true when there is atremendous
amount of calls and the exposure rate adversdy effects long term employment. The employee reaches a
point where the activity in no longer enjoyable, otherwise known as burn out (1989).

Thereisacontinud rise and fdl that is unavoidable regarding the burn out factor in volunteers.
Snook and Olsen explain this phenomena

A volunteer will normdly reach aplateau a aleve where they and their familiesare
comfortable. Thiswill be an activity level which provides the volunteer with the participation
that was expected and desired, but yet doesn't interfere with the rest of their life to the point
whereit causes sgnificant problems. This plateauing normaly occurs three (3) to four (4)
months after the recruit graduates and usudly continues for approximately nine (9) to twelve
(12) months. At the end of ayear’ s period (give or take afew months) avolunteer will usualy
gart declining in performance level. The person or persons responsible for an individud or
individuas within a program will need to take necessary stepsto bring the volunteer’s
performance level back in line when this decline occurs. ... records and data should show
increased performance to a point where a plateau is once again met. This decline will show up

again in another nine (9) to twelve (12) month period .... Thekey isto monitor rise and fals
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and inject new ideas, concepts, and programs to keep employees interested and enthused
(1989, p. 92-93).

In the Volunteer Fireman’s Insurance Service publication, David Chiaverini points out:

Effective community fire protection depends on the ability of fire companies like yours to recruit,
train and most importantly, keep the key individuds. When awell trained volunteer leaves your
department, the loss of his capability and resulting cost of training a replacement, even to meet
minimum standards, can have a sgnificant financid impact ... (1994, p. 6).

Author Chiaverini (1994) continues to address the problem by providing an dternative program to
retain the volunteer.

Egtablish a program to recruit and retain your organization’s volunteer firefighters. The most
innovative method for thisis a Length of Service Awards Program, or LOSAP. By offering a
package of benefits based on years of active service, a successful LOSAP provides the
necessary incentives and motivation your volunteers need to join the fire department and to
remain active for many years (p. 6).

It is estimated that as many as 5,000 of the 27,000 volunteer fire departments have created
retirement benefit programs (Blackistone, 1997). John Brenner of the Pennsylvania Fire Services
Ingtitute recognizes that it is“an important tool for retaining volunteers,” (Blackistone, 1997, p. 116).

The Ponderosa Volunteer Fire Department (Harris County, Texas) began an incentive programin
order to “encourage participation in training, meetings, and emergency responses, enabling the PVFD to
provide more experienced, dedicated, and professonally trained firefighters” (Windisch, 1991, p.10).
The department awards points for each response, each regularly scheduled training meeting, and each

hour of training, theresfter. Annualy acommittee, made up of the adminigration, determines a minimum
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point requirement. Based on a budget dlotment, points are earned for money (1991). Thisis another
way for a department to retain volunteers.

The Marion County Fire Didtrict #1 (Salem, Oregon) uses a combination of programsto retain their
volunteers. They provide annuad physicas and $15,000 straight life insurance coverage with an
additional $10,000 for on-the-job coverage, for dl volunteers. This dong with “free housing (sngle
rooms and cooking facilities in one of the fire gations) and college tuition to four sudents involved in fire
or paramedic studies at aloca community college,” assist in retaining employees (Garza, 1991, p. 60).

Not only are there direct monetary incentives, but there are internal non-monetary incentives that can
be integrated into an organization. The National Volunteer Fire Council recommends that departments
examine the fallowing regarding training (1996):

1) Scheduled training - training must be scheduled in advance so people can plan
around it.

2) Divergfied Indruction - rotate ingtructors from other departments, or by rotating
the location of the training among stations or training facilities. Have avariety of
members teach occasondly.

3) Competitions - create an aimosphere of challenge and require everyone to maintain
proficiency.

4) Reducing Traning Requirements - training standards should not be set so high that they

discourage volunteerism (p. 40-41).

Regarding time demands on volunteers, Nationd Volunteer Fire Council recommends the following

(1996):



1)

2)

3)

4)

5)

6)
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Improving Effidency - andysis of tasksto seeif they can be done with less labor.
Narrowing Assgnments - reduce the amount of assgnments for which volunteers are
responsible.

Sdective Paging - assign specid “reeds’ in pagers which only dert volunteers when
their gpecid group is derted.

Shifts- volunteers are more willing to devote a fixed time more than an open-ended
amount of time.

Involve Family - include families to participate in fund-raisers, socid events, and
support functions.

Supplement Full-time Personned - communities may be forced to hire daytime personnd

tofill-in for the volunteers. Thisideamust be sold to the volunteers (p. 42-46).

The Nationa Volunteer Fire Council sates that recognition plays amgor role in job satisfaction and

retention. Volunteers need to needed, but they should also be appreciated (p. 53). A newdetter that

provides recognition from peersisamora boogter. A chief officer should send thank you cards to

show appreciation for ajob done well. Loca newspapers should receive press rel eases when

firefighters earn additiona certifications or training from outsde the organization. The newspapers

should aso be sent pictures of the firefighters doing their job (p. 54).

PROCEDURES

The research procedure used in this paper began with aliterature review at the Learning Research

Center (LRC) at the Nationd Emergency Training Center (NETC) in June of 1998. Additiona
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literature reviews were done a the Lenexa (Kansas) Fire Department’ s Learning Resource Center
(LRC), aswdl from the Internet between June and August 1998.

The literature research review focused on two specific areas. Thefirst area of research concentrated
on why there is a problem with people not wanting to volunteer. This search was intended to identify
the problems that the volunteer fire service is facing and why employees can not be retained. The
second area of research was devoted to locating reports or other publications that described successful
retention programs and how they could be adapted.

Personad communications were conducted with Jerry Nulliner, Deputy Chief with the Town of
Fishers (Indiana) Fire Department on June 21, 1998 and Ron Callins, Battaion Chief with the Hampton
(Virginia) Fire and Rescue on June 23, 1998.

A review of the Southern Platte Fire Protection Didtrict’ s current Standard Operating Manua was
completed, along with its Length of Service Awards Program manual.

A duty-time requirement policy (see Appendix A), developed by the Southern Platte Fire Protection
Digrict’s chief officers, was introduced to the sample group (al volunteer employees of the Southern
Platte Fire Protection Didtrict) in May of 1997 for their understanding and input.

Each employee was respongible to complete a duty-time log (see Appendix B) for each day in which
duty-time was completed. Their respective officer then approved their time. The following day the
duty-time was logged into a computerized database management system (FirehouseO). Inthe
computer program the total daily duty-time was entered into the Staff Activity section for each

individua, aong with the paid firefighters daily attendance record.
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Alarm activity was entered into the same program and section but as an darm activity. The
computer program was setup to default one (1) hour for each person that was entered for responding
onandam.

At the end of each month, for the next thirteen (13) months, duty-time and darm activity were
tabulated and the results of the previous month were recorded. A computerized spreadsheet (Microsoft
Excd 970) was developed. The spreadsheet included the total sum of the duty-time and alarm time for
each employee.

A datigtica andysis of the tabulated sums was run for the organization. The Satistics that were
monitored were the maximum, minimum, standard deviation, median, amount of people over the
required 18 hours, amount of people under the required 18 hours, and variance.

In order to provide an even closer mode of the organization, a second tatisticd analyss was run.
The second andysisincluded the above with one exception; the two (2) highest scores were diminated,
aong with the two (2) lowest score. If ascore was 0 (no activity for the month) it was one that was
eliminated. Therefore, there were months when two (2) 0's were diminated.

A review of the personnel records along with the data of personnel in FirehouseO were reviewed.
The files were reviewed to determine if member disciplinary action, for not meeting duty-time

requirements, decreased as the new policy was implemented.

Definitions

For the purpose of this study, the following definitions apply:
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Alarm Activity Time- For every alarm that was responded to, an employee would receive one (1)
hour credit.

Duty-time - Time that was spent a one of the fire stations doing departmenta business. Mogt time
should be aminimum of four (4) hour increments as outlined in Southern Platte Fire Protection Didtrict

Standard Operating and Procedures Manua 2.8.2 (see Appendix A).

Limitations and Assumptions

Severd factors and assumptions limited this research. The first assumption was that al duty-timelog
sheets were completed when an employee completed duty-time. It was further assumed thet dl persons
reported the correct time spent and did so honestly. On occasions this was not an assumption and was
corrected by the officer.

Another assumption was that employees reported dl of their duty-time hours. It was further
assumed that all og sheets were completed and turned in the following day and not after the fina
datigtical analyss was tabulated. Although, neither of these assumptions could be corroborated.

The limitation of the department’ s lack of requirements for duty-time, during the period of 1993-96
provided research that was inconastent. Therefore, the only measuring tool that could be monitored
was that device after the policy wasin effect. Because of the inconsistent data for the past time period,
it is assumed that duty-time requirements were not as important as they are presently.

The next limitation was alack of current reference materid describing successful and innovative
duty-time requirements and supported success programs.  This limited the literature review primarily to
Executive Fire Officer reports, journds, and persona communications with fire service leaders having a

form of aduty-time or retention program in place.



RESULTS

Through the research the following questions were answered:

1. What aretheissues, nationwide, of why volunteer firefighter s’emergency workers
do not continue to participate within their department?

The prominence of recent studies into why volunteers do not continue to participate indicates that the
fire sarvice isjudt putting afinger on the subject. 1t was found that a number of different fire
departments, are faced with the same factors throughout. The common thread that gppeared to be
found in dl the departments, isthat each agency has had an idea of how to be proactive with employees
at the beginning of their careers and reective when they stop performing.

There are many underlying factors of why volunteers do not Say active within the department. One
factor that isfdt nationdly is the population shift. Assmal towns have grown into suburban aress,
familiesthat once lived in the city are quickly moving to these areas. They are used to seeing apaid city
department respond and take care of the needs of the city. They have no idea of the concept of
volunteer fire departments.

Dud income familiesare away of life for Americatoday. Most parents are between the ages of 30-
45 years. Both parents need to work in order to survive. Thisis causing atime constraint

After people get home from working, the last thing they want to do is fight someone g sfire.
Lesuretimeisat ahigh for dl Americans. People get too caught up with their persond leisure time
requirement, and do not have time for volunteer work.

Along with lacking free time to volunteer, citizens have lost community spirit. These people are too

sdf concerned with the pursuit of careers and leisure time.



21

Another factor isthat volunteers are burned out. Fire service associations and the government
continues to place requirements on the fire departments and its employees. Along with NFPA, DOT
and OSHA, the fire service employees are hampered with hiring practices, EM S requirements, drug

testing, hazardous materids, ... and the list goes on and on.

2. Nationally, what helpsretain a volunteer firefighter/emer gency worker?

One sudy points out that the single most important thing to retain volunteer firefightersisthe
organization itsdf and the management of the organization. It is up to management to understand human
wants and needs.

In the research, three theories of needs are noted. They are Masow’ s Hierarchy of Needs, Rath
and Burrdl’s Ligt of Needs, and Murray’s List of Needs. Every employee must have his or her own
persond needs met. Thefire service assstsin meeting the needs of the individud.

An individud will volunteer a a volunteer fire department to fulfill basic needs that are not being met
at their regular job. Management needs to be aware of these individud needs and assist themin
obtaining the resources to achieve their needs.

Another facet that studies have confirmed, that has hel ped departments retain employeesis the
recognition of an employee’ srise and fdl in performance. When an employee sarts hisdeclinein
performance; new ideas, concepts, and programs have be interjected to help keep the employee
interested and enthused.

Length of Service Award Programs have provided departments another way of retaining its

employees. In areas where avolunteer is not performing as needed, an organization isableto assign



more weight to that area. The employee will work harder at meeting the department’ s needsin order to
receive financid benefits later in his career.

Monetary rewards are effective in the retention process if a department dready is rewarding service
with monetary rewards. |f a department does not presently have a monetary system in place, they
should not implement one. Retention will not improve by paying the volunteers that have never been
paid before.

There are other reward programs that assst in retaining employees, which do not cost the volunteers
anything. Annud physcas are important to some and very important to the organization and
community. A life insurance policy for the volunteer benefits them and their family. Resident programs
benefit the volunteer and the community by having afirefighter able to respond immediately while
providing a place for the volunteer to live. In exchange for duty-time, a volunteer is given aplaceto live.

Other concepts that help with retention, as a study pointed out, arein the area of training. Training
schedules need to be presented in advance of the training. Departments should divergfy their programs
and have different ingtructors teach different courses. Training can provide aform of competition
between its volunteers. A reduction in the department’ s training requirements can aso help with
retention.

Requirements of time can ad in increasing volunteer involvement. An organization can reduce an
individuas responghility for an assgned program. Sdlective paging for fire callswill decrease thetime
that isrequired. Individuas can complete shift work that would enable them to schedule the time thet is
gpent away from family. Another way that time away from the family can be reduced isto involve the

family in departmentd activities.



Another option that continues to work is for management to recognize its volunteers. This can be
done in person or in front of the employee’ s peers. It can be done through persond thank you cards,
internal newdetters, newspaper photos, and/or newspaper articles.

3. Under the present duty-time requirement system, within Southern Platte Fire
Protection District, how hasretention increased over the past year?
In the study, it has been determined that retention has increased over the past year, as outlined by

disciplinary action and the termination of employees.

M onthly Disciplinary Action

Month Written Special Probation  Termination  Totals
Counsdling

June, 1997 0 0 0 0
July, 1997 0 0 0 0
August,
1997 6 0 0 6
September,
1997 4 2 0 6
October,
1997 3 2 0 5
November,
1997 4 0 0 4
December,
1997 4 3 0 7
January,
1998 5 1 1 7
February,
1998 3 2 1 6
Mar ch,
1998 3 0 2 5
April, 1998 5 1 0 6
May, 1998 5 2 7
June, 1998 2 3 0 5
TOTALS 44 16 4 64
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Tablel

As seen from the table, the totd disciplinary action taken remained low as the year progressed
through the program, therefore, increasing retention.

Another factor that this study looked &t in determining how retention increased was to determine if
repeat offenders changed their behavior or were terminated.

Table 2 depicts the amount of individuds that recelved more than one of the same discipline type.
Those that continued to receive discipline and then improved performance showed that they did want to

day involved, but could not make afull commitment to the organization.

Repeat Behavior

Type of Discipline Once Twice ThreeTimes Four Times

Written Counsdling 12 6 8 0
Special Probation 9 2 1 0
Table2

As seen, individuas did push the system, but il performed over the year. They retained their
employment and assisted with the community, but some lost their year of service that was to be credited

toward their LOSAP.

4, What should the minimum requirement be for employeesthat want to volunteer
their timeto the Southern Platte Fire Protection District?

Table 3 delineates the statistica data of the employees without the deletion of data.
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M onthly Analyss Without Deletion

Month Maximum Minimum Sandard Median >18 <18 Variance
Deviation
June, 1997 117 0 20.90 5 12 25  499.157
July, 1997 159.5 0 34.20 14 15 16 1169.708
August, 83.75 0 23.66 145 18 13 599.9726
1997
September, 715 0 16.92 12.25 16 13 286.1781
1997
October, 68 1 16.12 19 24 5 259.7406
1997
November, 48 0 14.17 19.75 25 5 200.8308
1997
December, 79.25 0 18.33 18.5 21 8 336.1521
1997
January, 65.5 0 17.62 18.125 24 6 310.4017
1998
February, 109.5 0 20.83 175 25 4 434.0112
1998
March, 50.75 0 10.79 15 25 4 116.5291
1998
April, 1998 54 0 15.21 12 17 12 231.2816
May, 1998 113 0 24.81 12.75 18 10 615.3945
June, 1998 115 0 24.58 19.5 21 7 604.1174
Averages 87.29 .07 19.86 15.22 20.07 9.85 435.6519
Table3

Thus, from the averages of the daidicd andysss, that did not diminate any hours, the minimum time
an employee should spend doing duty-time is 19.86 hours. 1f rounded to the nearest quarter hour, the
minimum time should be 19.75 hours. 1t must be noted that this factor of 19.86 hoursis based on only
athirteen (13) month study and the average of those months together.

When the gatistica andlysisis run again, based on the total of the data, the following results occur:



Total Analyss Without Deletion

Maximum 159.9
Minimum 0
Standard Deviation 20.75
Median 16
Variance 430.4231
Chart 1

Therefore, by not adopting to the average of the thirteen (13) months and satigticaly running dl
thirteen (13) months together, a more gppropriate figure of 20.75 hours per month would be required.
Table 4 examines the second statistica analyss series run, which removed the two (2) highest and

(2) lowest hours.



Monthly Analyss With Ddetion

Month Maximum Minimum Standard Median >18 <18 Variance
Deviation
June, 1997 31 0 9.49 5 10 23 99.23715
July, 1997 75 0 29.16 14 13 14 406.3228
August, 75.5 1 18.61 145 16 11 346.4712
1997
September, 34.5 0 8.02 12.25 14 11 64.25521
1997
Octaober, 59 1 13.80 18.375 14 14 170.2317
1997
November, 47 1 13.15 19.75 23 5 172.8309
1997
December, 455 2 12.17 18.5 19 6 148.1994
1997
January, 54.25 1 14.42 18.125 23 7 208.0534
1998
February, 475 6 9.81 175 23 2 96.21604
1998
March, 34.5 55 7.35 14 23 2 54.00379
1998
April, 1998 49 1 14.08 145 15 10 198.3505
May, 1998 63 1 13.87 12.75 16 8 192.3057
June, 1998 57 2 13.95 19.5 19 5 194.7387
Averages 51.75 1.65 13.68 1528 17.53 9.07 180.8628
Table4
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Thus, from the averages of the datistical andyss, that did eiminate the two (2) highest hours and the

two (2) lowest hours, the minimum time an employee should spend doing duty-timeis 13.68 hours. If
rounded to the nearest quarter hour, the minimum time should be 13.50 hours.
As previous, when an andlysis is computed with al of the data, diminating the two (2) high and two (2)

low score hours the following results:
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Total Analyss With Deetion
Maximum 115
Minimum 0
Standard Deviation 18.94
Median 16
Variance 358,7932
Chart 2

Thisanayss provides a different prospective towards the minimum duty-time thet is required. By
eliminating only the top two (2) and bottom two (2) score hours, instead of two (2) top and lowest two
(2) for each month, the results provide a minimum duty-time requirement of 18.94. Thus, by rounding
down to the nearest quarter hour, arequirement of 18.75 hours per month must be achieved.

Although, it can be answered, by eiminating the two extreme scores of hours, the datistical andys's
from Table 4 should be used in determining the minimum amount of time that a volunteer should spend
doing duty-time. Therefore, the minimum amount of duty-time should be 13.50 hours per month due to

changes that each month brings.

5. How can thiscriterion be used to increase the retention of employees?
The study can be used to help increase the retention of employeesin one smpleway. Many
organizations have used aform of aretention plan, which helpsther organization provide aform of

employee retention.



The mogt direct and least time consuming way to enhance retention isto redize that dl of the
activities, that are being used, can be tailored to other agencies. If the activity worksin one agency, the
common thread would be that the program should work in another; with some minor changes.

It will need to be determined what type of creative incentive plans the organization wants to
implement and the resources that will need to be committed for the plan Theindividua activities will
need to be reviewed and implemented based on the future retention plan, or forms of them can be

implemented to meet the needs of the employees and the plan.

DISCUSSION

Being proactive has been an intricate part of retaining employees for many fire departments over past
economica times which has changed the volunteer fire service in the last twenty-five (25) years. Fire
adminigtrators have redlized that they must continualy change incentivesin order to keep agood
volunteer base.

The results of the study indicate that many departments, including the Southern Platte Fire Protection
Didrict, are providing activities that help the department with the problem of retention. However, asthe
research materid indicates, a continua revison and re-evauation of the activities can be even more
positive towards employees and the length of their career.

This assumption is vaidated by the changes in the duty-time policy, implemented thirteen (13)
months ago, and the addition of the Length of Service Awards Program, along with descriptions of
successful activities conducted by departments throughout this country. These departments represent a
wide range of size and geographica locations. However, despite the wide range of socid attitudes and

customs, severa common factors contributed to the success of the activities. These factors included



aggressive usage of interaction between the organization and the employees. Even going asfar asone
on one retention.

The Southern Platte Fire Protection District can learn from the successes of some of these incentives.
Even though the organi zation does perform some of the enticements, the organization should expand and
improve upon those activities that work. It can dso examine some of the other gimuli, determine if they
can meet the needs of the employees, implement them, and evduate the outcome.

As the Southern Paite Fire Protection Digtrict reviews the statistics further it will need to be
determined if the new minimum hours of duty-time per month should be rounded down asit was for this
research. It would be ahigher god that is to be achieved if the minimum was rounded up. Thiswould
provide more man-hours of protection to the community every month. The question to be answered
would be whether or not employees would have enough present incentives to achieve the higher monthly
god.

The research should be taken to further levels. Thirteen (13) monthsis a short time period
compared to the time the volunteer fire service has been in exigence. One thing that dl organizations
should research is* Generation-X.” More and more employeesthat are new or have fewer than ten
years of sarvice fit into the “ Generation-X” theory. This generation istoo sdf-concerned and may not
know or see the importance of thefire service. This effects volunteers and the amount of time that they
want to participate. What truly entices this generation needs to be further researched and organizations
need to devel op plans that assst in developing these individudsinto employees that are going to be
there for the community, even if they don't know it.

This study shows that there is no one set plan to retain employees. Therefore, the Southern Platte

Fire Protection Didtrict should continue to take pieces of dl of the activities that work well for others
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and include them into afull program. The fire department that can adjust to providing different
incentives and programs will be the department that is going to succeed with not only their internd
customers, but also most importantly, their patrons. All fire departments, not just the Southern Platte
Fire Protection Didtrict, should redlize this.

Listening to the needs of the volunteer employees is an agpect that needs to be looked at further.
Fire department officers think they know what is best for the employee and what makes them happy,
because they were in those shoes once before. What we as chief officers sometimes forget is that times
have redly changed and maybe the management theories should be revisited more often.

In summary, not only is awide range of enticements, programs, and incentives the key for the
Southern Platte Fire Protection Didtrict to continue the improvement of retaining employeesthat will
continue to participate, but listening to the employeesisforemost. The programs need to be based on
al of the employees needs and expectations. Using one or two activitieswill only help provide some

increase in participation. It will take time and will require severd revisons for the program to work.

RECOMMENDATION
The research conducted revedled that while there has been some materid published on retention,
aong with employee needs in the fire service and the success of the department, thereisrdaivdy little
found on inclusive programs that achieved a marked success and how it was done. The activities that
have been successful are encouraging. However, future research may reved a more comprehensive
answer to this problem. At this stage, successful activities share common components and it is on the

basis of these components that the following recommendations are proposed:
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1. Formagroup, that includes a representative from each level and divison, to participatein an
employee needs assessment task force. Their misson will be to review employee needs and enticement
programs, both successful and non-successful.

2. Have thetask force meet with the employees and get their input into why some employees do
not participate.

3. Evduaetheitemsof discusson, in detail.

4. Determine which incentives/enticements are presently working for the department. If an activity
is not providing the best resultsit can, it should be evaluated and determined if it can be improved or if
the activity should be iminated. No new enticements should be contemplated until dl of the present
programs are eval uated.

5.  Implement a Depatmentd Standard that provides arange of enticements and incentives that
employees can pick from. Thiswould be a plan enabling the employee to be enticed by activities that
motivate him/her to participate.

6. Southern Platte Fire Protection Digtrict’s chief officers should make a conscious effort to
compliment the employees and thank them for their time and efforts that are given. This can be through
NUMEroUS communication means.

7. Keep the present system of log sheets dong with the policy, but change the duty-time
requirement to aminimum of 13.50 hours. It will need to be explained to the membership of why the
change is being made and how the old standard wastoo low. This can be done with the assi stance of
key employeesin the organization. Sell these people first, then the rest of the employees, with their

help.



8. Continue to keep dtatistics of the duty-time results for each month. Evaluate those results and
determine if there needs to be another change of duty-time requirements. Do not change the
requirement each month. Let at least one year go between each change, unlessit is determined that the
change needs to be made sooner dueto aflux in people.

9. It should be reinforced to the company officers the importance of counsdling those employees
that do receive disciplinary action against them.

10. The officers should make a constant reminder to the employees, of the importance of who the
employees serve (the customer/citizen). This must be done not only by spoken language, but must be

demongtrated through dl actions that the employee makes.
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SOUTHERN PLATTE FIRE PROTECTION DISTRICT
STANDARD OPERATING PROCEDURES

DATE: June 01, 1997
NUMBER:  97-06

SUBJECT: Revision of SOP 2.8.2

PURPOSE

To ensure that the patrons are receiving a cost effective service in relaionship to staffing while providing
aminimum requirement for volunteer employment with the Didtrict.

POLICY:

It shal be the policy to provide saffing of well trained firefightersin an effective, efficent, and structured
manner. Thereby providing better Didtrict coverage which isin the best interest of the people we serve.

GUIDELINES:

A volunteer employee will be required to meet the following criteriain order to remain an active
employee in good standing.

1. Personne will be required to meet monthly training criteria. Thisconsgsof one (1) EMS
and one (1) FIRE training sesson. Those unable to make the Monday meetings will be able to
review the sessons on tgpe. Those unable to make their “home station” meetings must advise
and discussthe absencewith  ther gation officer.



2. Personnd are required to perform 18 hours of Didrict activity. Hours can be
achieved in any combination of the following ways.

A. Up to 6 hours of regular scheduled training. Each session counts
as 3 hours.

B. One hour per alarm activity, regardless of duration or type.

C. One hour per hour of shift time. Shift work is preferred and isto
be scheduled in advance one week in four (4) hour increments.

All personnd will report wearing the required uniform and al persona belongings needed to complete
the shift, as performed or stated throughout the Standard Operating Procedures and Policy Manudl.

Those members who fail to meet the above requirements will be subject to disciplinary action, which
can include termination.

The Fire Chief has the authority to waive the Guiddines on an individua basis aslong as the purposeis
adhered to.
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SOUTHERN PLATTE FIRE PROTECTION DISTRICT
NON-COMPENSATED DUTY REPORT

Name: Date:
TimeArrived: Time Departed:
Total Hours: SS#:
Duty Coverage Performed At:
Station #1
Station #2
Station #3

Training or Duties Performed:

Signature:

Completed reportsto be placed in shift officers mailbox at Station #3 by the end of the shift each day.



	Abstract
	Table of Contents
	Introduction
	Background and Significance
	Literature Review
	Procedures
	Results
	Discussion
	Recommendations
	References
	Appendix A Duty-Time Requirement Policy
	Appendix B Duty-time Log Sheet

