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This second edition of the IAFC Officer Development Handbook is the product of an ongoing work
effort brought to fruition by the International Association of Fire Chief's (IAFC) Professional
Development Committee. The first edition of the Officer Development Handbook was published in
April 2004 under the leadership of Chief James M. Broman (Lacey, Washington). Beginning in April
2009, the Professional Development Committee worked energetically and systematically to update,
revise, and edit the Officer Development Handbook in order to provide a clear roadmap for success as
a fire/emergency services officer.

The committee and work group members melded diverse points of view into a planning tool that will
serve both incumbent and aspiring officers. As an organization, the IAFC is committed to moving our
business toward professional status, and the second edition of the handbook is a substantial step in
that quest.

This second edition places extraordinary emphasis on leadership competencies through all four (4)
levels of fire officer. This includes the introduction of suggested “development experiences" that the
reader should consider as he/she progresses through each level of fire officer. In recent years, and
given our current state of affairs, the mass exodus of senior fire/emergency service supervisors,
administrators, and executives has created a major loss in terms of competent leaders.

Now more than ever, it is critical that our present and future business leaders are highly competent in
the myriad of skill and job requirements. With this in mind, we believe the new and revised Officer
Development Handbook will guide the development of individuals and agencies alike in order to
meet these challenges. We recommend this handbook to you with confidence, and it is with great
pride that | recognize the consummate professionals listed below who came together to achieve this
important milestone in the advancement of our profession.

Chief Christopher P. Riley, MS, CFO, MiFireE
Chairman, IAFC Professional Development Committee
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INTRODUCTION

Congratulations on  your interest in professional
development and the path toward a leadership role in Fire
and emergency services. The current leadership enjoys a
common bond as members of this distinguished profession.
We are, therefore, very interested in and committed to your
development as a fire service leader.

We understand that professional development is a journey,
not a destination. We encourage you to join with us on this
never-ending journey of professional development.

The following pages offer information that will enable ”Professionaldevelopmentis

interested individuals to plan a systematic program of el e, -
development for their professional service career. This SphllaEE, [ e T

handbook is designed to present the recommendations of long process of education,
the International Association of Fire Chiefs. Please be sure to learning, self-development,

and experience.”

learn and incorporate the specific requirements set forth by
your agency, which are your agency’s requisites for career
advancement. -IAFC

No person is able to stop or stand still in this process. You are moving forward — developing, growing
and improving — or you are slipping backward. Just as the muscles of the human body soon atrophy
if not used, so will your leadership skills if you do not have a plan to “exercise” them.

We note that this edition of the handbook is a “work in progress.” This initial publication focuses upon
the preparatory steps for moving into officer positions. In the context of a life-long process, a
subsequent edition will address the ongoing development needs of those who have achieved officer
status.
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OVERVIEW OF PROFESSIONAL DEVELOPMENT
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History

The need for professional development, especially for fire service officers, is not a new issue. At least as
early as 1966, this issue drew international attention as a key component of the report from the first
Wingspread Conference — Statements of National Significance to the Fire Problem in the United
States. This conference convened top fire service leaders on four occasions at ten-year intervals. Each
conference continued to emphasize the need for the development of effective leadership.

In the Foreword to the initial report, the committee noted that all too often “success is largely
dependent upon the caliber of leadership of the individual fire chiefs, and there is no assurance that this
progress will continue...when there is a change of leadership..."

Further, Statement #9 of the report read, “The career of the fire executive must be systematic and
deliberate.”? This statement goes on to point out the ineffective fire service practice of promoting
personnel into higher ranks and then attempting to train or educate them. This practice of on-the-job
training, rather than systematic skills building and preparation, is unlike the methodologies employed
by virtually any other profession.

And what has happened in the interim?

Wingspread Il - 1976, Statement 6
“A means of deliberate and systematic development of all fire service personnel
through the executive level is still needed. There is an educational void near the top.”

Wingspread Il - 1986, Statement 3
“Professional development in the fire service has made significant strides, but
improvement is still needed.”

Wingspread IV - 1996, Statements 7 and 9
“Leadership: To move successfully into the future, the fire service needs leaders
capable of developing and managing their organizations in dramatically changed
environments.”

“Training and Education: Fire service managers must increase their professional
standing in order to remain credible to community policy makers and the public. This
professionalism should be grounded firmly in an integrated system of nationally
recognized and/or certified education and training.”

Wingspread V - To be determined

! Wingspread Conference on Fire Service Administration, Education and Research; The Johnson Foundation, Racine,

2 Wingspread Conference on Fire Service Administration, Education and Research; The Johnson Foundation, Racine,
Wisconsin; 1966; page 13.
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Progress continues to be made, but much remains to be accomplished. What will be written about this
issue as a result of Wingspread V? This handbook provides guidance to help readers become effective
leaders by implementing thoughtful professional development plans. Hopefully, use of this handbook
will play a meaningful role in allowing the Wingspread V report to show significant advancement in

this arena.
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Professional Development Methods

Professional development takes place in three general ways: through experience, mentoring, and
education. Historically, the fire service and other governmental agencies focus on education and
training to emphasize learning objectives. After taking and passing a class, the students receive a
certificate and the organization assumes that the learning has been adopted. In addition, many
promotional processes are based on this “merit badge” approach. The résumé review process rewards
completion of classes and achievement of certifications that may or may not accomplish the overall
goal of developing the employee. Further, training programs and educational institutions have not
fully established standardized credentials or learning objectives.

Figure 1 below shows the typical approach to developing employees by many government agencies
(and in particular public safety agencies) as they seek to develop personnel for potential promotion.3

Figure 1: Most Common Approach to Employee Development

70%
EDUCATION

20%
MENTORING

10%
EXPERIENCE

Most agencies focus on education and training and spend most of their resources on accomplishing
the training mission. Additionally, most agencies have a relatively informal mentoring process to
provide experienced leadership. Fire agencies, like other agencies, have a process to structure
development that focuses on training and education as primary components to enhance the skills of
personnel. In addition, most fire department budgetary expenditures are based on training—and
most of that training focuses on the skills of line-level personnel. Far less effort is focused on the
development of potential officers and as a result, officers rarely get the development they need.

A more effective model is to simply provide the right kinds of experience to high-potential personnel
who have the ability to learn from that experience. Figure 2 below shows what works according to the
best organizational development data available. Compared to the methods that are typically used
(shown in Figure 1 above), it appears as if the methods used are radically different from those that
actually work (Figure 2 below).

3 The Leadership Machine-Architecture to Develop Leaders for Any Future. Michael Lombardo, Robert Eichinger, 2002. Lominger
Limited, Inc. A Korn Ferry Company.

INTERNATIONAL ASSOCIATION OF FIRE CHIEFS
Officer Development Handbook




Figure 2: What Works for Development*
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Experience

People learn best from experience. Experience plays a key role in helping people learn to swim, to
drive a car, or to be a doctor. It is important for fire agencies to provide experiential opportunities for
employees so they can develop the competencies they will need later in their careers.

Studies from Lominger and others clearly indicate that not only is experience the best way to develop
competencies, but the experience must be the right kind that is aligned not only to the current set of
competencies demonstrated by the employee, but also to the strategic needs of the organization.®
Furthermore, certain features of the experience increase the likelihood of success. Most importantly,
the experience must be:

1. Atrue experience, with more than just an exposure to different jobs.
2. Highly visible in the organization.
Structured to ensure that the risk of failure is present.

Provided so as to ensure a significant amount of pressure—that is, it should be meaningful
and not just busy work.

4 The Leadership Machine-Architecture to Develop Leaders for Any Future. Michael Lombardo, Robert Eichinger, 2002. Lominger
Limited, Inc. A Korn Ferry Company.

> What is not clear from the data is the relationship between education, mentorship, and experience in developing
employees. Itis not clear whether a certain baseline of education, for example, is required to make sure that a higher
likelihood of success is possible when experience is added later on.
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Most fire agencies could use one or more of the following experiential opportunities to develop
personnel. These opportunities are identified in the literature and designed to develop different sets
of competencies.®

1. Cross moves—transfers between divisions, departments, or lateral job functions.

2. Membership in projects/task forces—participation in various opportunities to advance
programs, projects, or processes within the agency.

Leader of projects or task forces—leading a group in the agency with an important and
specific goal.

Participant in project with heavy strategic demands—one that requires heavy strategic
thinking or planning.

Line to staff switches—a move from a line position to a demanding position in a staff role.

Scope assignments—assignments that have significant increases in complexity and that
include managing a significant new or expanded project.

Scale assignments—assignments that have a sizeable shift in the number of people, budget,
or volume of activity.

Change management assignments—assignments that require a significant effort to change a
current process or implement something of significance.

Given the current structure of fire agencies in the United States, most agencies should be able to
move forward with providing development opportunities for personnel—especially leadership
opportunities. This process will require a structured system that is different from what is currently
being provided; however, most fire agencies should be able to accommodate the leadership
development opportunities that are needed within their organizations.

Mentorship

Another powerful way to develop members within a profession is to provide a structured mentorship
program. Many successful individuals in the fire service attribute their achievements to a formal
mentorship relationship.

Mentoring is not a new concept or practice. During the middle ages, boys served as apprentices to
masters in a craft or trade while gaining skills to eventually qualify as journeymen, and finally as
masters. During this time, the mentor relationship with the protégé ensured the continuity and quality
of the craft being handed down to the next generation.

As baby boomers retire, the fire service will experience large numbers of retirements in short time
periods, leading to significant loss of knowledge and experience at the top levels. This trend creates a
discernible need for filling in the leadership gaps. Mentorships in the 21 Century can ensure the
continuity and quality of the craft, similar to that sought by the craftsmen of the middle ages. Used

¢ The Leadership Machine-Architecture to Develop Leaders for Any Future. Michael Lombardo, Robert Eichinger, 2002. Lominger
Limited, Inc. A Korn Ferry Company.
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alongside academic institutional learning, mentoring will play a key role in advancing professionalism
in the fire service.

Mentoring can happen formally or informally. Formal mentoring is accomplished when departments
establish a structured written policy or program. Such programs provide consistent and dependable
paths for aspiring leaders, not only in their current positions but also as they strive to move to higher
levels. Department leaders can direct attention to members who display positive leadership qualities,
provide those individuals with mentors, and prepare them to become informed and effective leaders.

Informal mentoring happens in addition to or in the absence of a structured program, when
individuals choose to offer guidance and advice to their co-workers and subordinates. Sometimes it
occurs when young firefighters seek their own mentors. An example of informal mentoring could
involve a veteran chief officer teaching an up-and-coming company officer some chief officer “tools of
the trade.” While informal mentoring can be valuable, its inconsistency and lack of measures can
prevent it from having a meaningful impact department-wide.

Successful mentorships typically involve a personal relationship in which the mentor and protégé are
both actively engaged. A successful mentor guides and coaches a mentee through development,
experience, and growth. Mentors get involved in coaching, instructing, teaching, and counseling.
Good mentors do not tell others what to do but rather present options and challenge mentees to see
the “big picture.” They provide encouragement, identify areas for improvement, and help refine skills.
Protégés, likewise, must be ready to learn and to soak up the wisdom of the mentor.

Some of the goals and benefits of mentoring include:
1 Promoting professional growth,
9 Inspiring career development,
1 Enhancing effectiveness with leadership and team building,
9 Institutionalizing the mentor program.

Many mentees “repay” their debt to the mentor and the organization by becoming future mentors.
When mentoring begins with new employees and newly promoted fire officers and chief officers, the
first step toward institutionalizing mentoring in the fire agency has occurred.

Mentoring resources are plentiful. One example is the newly-created Chief Officer Mentor Program
from the Center for Public Safety Excellence (CPSE). This program was originally co-developed by Fire
Chief Chris Riley (Pueblo, Colorado) and Chief Marc Revere (Novato, California) while working on the
IAFC Professional Development Committee. The CPSE Mentor Program offers “Train the Mentor”
workshops and also is a link to the Chief Fire Officer Designation Program. Beginning in 2006, the
program has been showcased at Fire-Rescue International (FRI) and the Colorado and California State
Fire Chief Conferences. At FRI 2010 in Chicago, the Mentor Manual and other mentor best-practice
documents will be presented and made available.

Chief officers are encouraged to invest their efforts when the opportunity to mentor a protégé arises.
In terms of individual and organizational professional development, mentoring is truly a mission-
critical function of the fire service.
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Education and Training

The National Problem: One objective of the handbook is to streamline individual professional
development, which has often been uneconomical and inefficient. In today’s American fire service, the
entire system of professional development is comprised primarily of three stovepipes, more
commonly known as fire service training, education, and certification. This system has produced an
entire generation of firefighters and officers with these credentials:

9 More college credits than they need and no degrees to show for their efforts.

1 Enough training, certification, and experience to qualify for college-level learning, yet lacking
any master plan or career map that recognizes crosswalks between the three. Firefighters
often end up with walls papered with certificates of training, college transcripts with more fire
science and general education course credits than needed, and certifications that fail to satisfy
necessary credentials.

Putting aside (unfairly, perhaps) the personal costs and stress created by this system, elected officials
and the public they represent expect their tax dollars to be spent wisely. They have the right to ask
this question:

How many times should a fire department pay a firefighter to accomplish the same job-
related competency?

A National Solution: At the annual Fire and Emergency Services Higher Education (FESHE)
conferences, efforts have been made to address this problem of a stove piped system of professional
development by creating a model that integrates training, education, and certification. Since then, the
National Fire Academy (NFA) has brought FESHE representatives together to create the National
Professional Development Matrix (NPDM) that moves the model shown on page 13 from concept to
reality.

The NPDM is designed for training and certification agencies and academic fire programs to assist the
emergency services personnel they serve in their professional development planning. The NFA has
produced a template that has streamlined Fire Officer | - IV competencies with “national” level courses
that include NFA resident courses, FESHE model associate’s and bachelor’s courses, and general
education courses recommended in this handbook. The NFA is encouraging states and fire
departments to customize this template by adding their own standards and job performance
requirements (JPRs), training, and college courses.

In addition, departments that want to raise the bar in their own professional practices are encouraged
to finish reading this handbook and to adopt the Matrix as their own. The Matrix is based on the
competencies in the handbook and its recommended general education courses. The Matrix and this
guide can be used to help individuals more efficiently navigate their own professional development,
to keep the process relevant to the credentials and competencies needed, and to minimize
duplication of effort.

Adopting the Matrix: The major premise of the National Professional Development Matrix is that there
are up to five ways to achieve the competencies:

1. This handbook lists one of the methods, education, which includes general education courses
and fire science courses.
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NFA or state training courses that have American Council of Education (ACE)
recommendations of three or more credits at the under- and post-graduate levels.

Satisfaction of the appropriately referenced NFPA standard. Each standard contains a job
performance requirement or JPR that addresses the appropriate competency.

State training courses. Example: communications competency is addressed in a public
information officer (PIO) course at a state fire academy.

Fire  department and/or local courses. Example, same competency as
No. 4: Addressed in a non-credit communications course at a local community college.

Ideally, the state and fire department training academies and local fire science programs at nearby
colleges would identify those courses and appropriate JPR references in clear and specific language.
Once that information is acquired, degree efforts can be re-directed around the competencies by
taking as many of the courses in the “education” column as possible. If the college allows use of the
ACE credit system for an NFA course, students can apply for it and receive three credits for an elective
or required course (and save the tuition reimbursement funds).

Passing It On: Once individuals have successfully charted a competency-based, professional
development path that minimizes duplication of effort, they can help other staff members to chart
theirs. Departments can use it to standardize their professional development systems and make
training, education, and certification “interoperable.”’

7 For more information, visit the National Fire Academy’s FESHE page at: http://www.usfa.dhs.gov/nfa/higher_ed/index.shtm
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Authority vs. Leadership: Implications for Professional Development

The reader of this handbook is typically confronted with serving two roles on a regular basis:
developing self and developing others. These roles often intersect, and when profound
developmental experiences occur, they can be meaningful to both self and others. If this observation
is true, it should be presented as a question for the reader who contemplates this booklet: How can an
officer develop others and self at the same time?

The handbook contains information on how one learns, the occasions and places in which the
learning occurs, and recommendations for development, education, and experiential learning
opportunities. However, there is a backdrop in which this developmental process occurs for
individuals in organizational settings that the IAFC feels is particularly important: having and using
authority or power is different from exercising leadership.

Having authority generally involves using power: one’s ability to influence others to do things that the
authority figure feels compelled to want done. As a result, and in the case of a fire department
hierarchy, the chief of the department generally has more “power” than a battalion chief by virtue of
associated authority.

Because of their positions, fire and EMS officers have authority. People with authority (“being
authorized”) are typically expected to provide protection and direction as well as to maintain order,

and in return, they normally receive something such as performance (work), a vote, or simply respect.

Authority figures can be faced with two types of problems: technical and adaptive. Technical

problems can generally be resolved using known procedures, operational guidelines, or previously
established remedies to fix the problem. For example, when medical officers encounter a cardiac
arrest, this serious problem can be resolved by following the appropriate procedures. By exercising
the authority granted from the medical officer’s position, the technical problem can be resolved.

However, authority figures are sometimes faced with situations that cannot be solved by simply using
technical solutions. Adaptive problems are challenges for which the cure or solution to the problem is
not readily known (to anyone) and for which there are no prescribed fixes. And, adaptive problems
often require a change of heart and mind. When confronted with adaptive problems, leadership skills
are needed. The authority figure who is faced with an adaptive problem is thrown into an ambiguous
situation for which there is no clear solution. The willingness and the methods used to work through
this unfamiliar territory will distinguish an authority figure from one who has power to someone who
has the capacity to exercise leadership.

If an authoritarian is trained and willing to use only technical solutions to solve adaptive problems, the
problem will remain unresolved. When adaptive problems occur that cannot be solved by traditional
authoritative methods, the “person in charge” is at risk and may contribute further to the
accompanying discord. These adaptive problems can be disabling to the entire organization,
community, or even country because others expect the authority figure to know what to do, to solve
the problem, and to make the pain go away. However, when authoritarians have no clue how to
proceed, they will often attempt to solve the problem by treating it as a “technical one.” The metaphor
here is that their patching and inflation of the flat tire with air while not recognizing the tire is beyond
repair is just a temporary fix. The adaptive problem will return, often in a more severe form.
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Leaders are needed to address adaptive problems, which potentially require a change of behavior and
of the underlying values for everyone who has ownership of the problem. In many cases the solutions
are unknown, requiring experimentation and risk. Those who exercise leadership participate in a
process with a distinct purpose in mind, attempting to hold conversations with many others about the
problem. They are willing to experiment and improvise as new data and information is revealed and
examined.

Issues such as global warming, alcoholism, fire safety, residential sprinklers, and use of seat belts in
emergency services are huge adaptive problems because the solutions to these issues and many
similar ones require broad, deep-seated changes to both values and behaviors among the many
involved individuals. If the world were a static situation with recurring situations that come with
known solutions, there would be no need for leadership.

So how do fire and rescue services prepare people to exercise leadership for adaptive situations? They
incorporate experiential learning opportunities into their professional development processes. They
introduce prospective officers to ambiguous situations and allow the officers to work through them.
They encourage mentorships so that true leaders become the models for prospective officer
candidates.

In summary, being a leader and being an authority figure are not synonymous. Authoritarians make
decisions based on known solutions. Leaders willingly make uncomfortable decisions when the results
are unknown. They engage subordinates, peers, and others in order to arrive at a sound solution. If
officers think of these two acts as being one, they will ill prepare both others and themselves. Each
role requires different proficiencies such as the required competencies to serve effectively in positions
of authority vs. the competencies required to exercise leadership.

The intent of this revised handbook is to identify learning, educational, and experiential components
that will support the development of competencies enabling fire officers to serve effectively in
positions of authority and to exercise leadership.? °

8 The Practice of Adaptive Leadership: Tools and Tactics for Changing Your Organization and the World. Heifetz, R., Grashow, A.,
Linsky, M. 2009. Harvard Press.

9 Leadership on the Line: Staying Alive Through the Dangers of Leading. Heifetz, R, Linsky, M. 2002. Harvard Press.
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Professional Development Process

Measurements

Much of a journey’s success is measured by progress along the way. These measurements are the
means whereby one gauges success and appreciates what remains ahead. The journey of professional
development is no different. Professional development can be measured by competencies.
Competencies can be measured in two ways: academic achievement and experience.

Academic achievement can be measured in terms of course completion, program completion, and
degrees conferred. While courses and programs can be measured, measuring academic achievement
in the context of its relevance to leadership skills is more difficult.

Experience is generally more relevant to leadership competencies but less easily measured.
Experience can contribute to competency if it is designed to meet the requirements of the position. It
can also produce the opposite effect when individuals gain experience by repeating ineffective
practices.

Assignments that focus on project management, team building, or change management can be
readily measured by the success or failure of the project. Yet failure of a project does not mean failure
of those involved to develop competencies.

Sometimes the greatest lessons learned come in the midst of a project’s failure. One tends to examine
failure much more critically than success, and critical examination provides a better opportunity for
learning. That is why measurement of development is not based on a project’s success or failure but
rather on the lessons learned.

Motivation

Prospective officers are encouraged to carefully consider their motivations for seeking advancement.
A few examples of motivations follow:

9 A desire to have a greater influence on the work environment,

9 Aninterestin the challenges of leadership,

1 A desire for attaining status within the organization,

1 Aninterest in higher levels of compensation,

1 A personal commitment to public service.
All these possibilities and more are available through professional development and advancement.
They do not, however, come without significant investment of time, energy, and money. Interested

individuals should carefully consider their own interests in this pursuit and ensure that the returns will
meet those interests.

Each step or progression in rank comes with added challenges and complexity. Discussing these with
incumbent officers can be enlightening, but in reality, each person’s experience is unique, and an
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incumbent officer's response to experiences might be different from someone else’s. Individual
awareness of work and career wants and needs is vital. Remember the oft-quoted axiom from Don
Quixote, “Make it thy business to know thyself, which is the most difficult lesson in the world.”

Mapping
ISFSI’s definition —
“Professional Development is the planned, progressive life-long process of education, training, self-
development, and experience.”
- contains four distinct elements. Based on this, the handbook is organized according to four (4)
elements:
1. Education

2. Learning
3. Experience
4. Self-Development

The first two elements are especially critical and merit special attention. They form the basis of a
nationally-recognized model for fire service professional development.

Figure 3: National Professional Development Model
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This model, in Figure 3 above, clearly illustrates the importance of both education and training. It also
reflects the fact that emergency response training activities are more prevalent during the initial
career years, while organizational skills grow from a shift to an education emphasis.

Is it enough simply to follow the four steps? Hardly! Just knowing one’s basic direction does not
preclude the need for a map. A “career map” can be an important tool in career development. As a
part of the self-development, a destination must be identified. Destinations will be different for
everyone and will be determined by individual interests.

The following steps can guide the career mapping process:

1 Performing honest self-assessments to analyze strengths and weaknesses; to identify interests
and abilities, followed by making specific plans for improvement.

Establishing honest and realistic goals. For example being the fire chief is not a realistic goal
for all chief officers, even though many are highly skilled and knowledgeable.

Identifying skills that need to be developed or improved.
Limiting objectives to a few, simple, attainable steps.

Maintaining a supportive environment. Finding trusted individuals to offer honest feedback is
important when preparing to move up within an organization.

Constantly looking for ways to improve oneself and the organization. Offering solutions to

everyday problems, even when the solutions are imperfect, provides important learning
opportunities.

Looking for new practice opportunities. This means experience — not training or education.
While training and education can offer knowledge for “how to,” experience is where those
lessons learned can be practiced. People who choose to seek practice opportunities will likely
gain experience, knowledge, and respect from those who are leading the organization.

Looking for opportunities outside of the fire service. Working with non-profits (scouting, local
churches, and others), community boards, etc. can provide meaningful leadership
experiences. Aspiring leaders can find external leadership opportunities when they can’t get
the experience within their agencies.

Individuals must determine their own journeys and map their own courses. They may choose direct
routes or take side roads to get to their destinations. As the saying goes, “You can't get to your goal if
you don’t know where you want to go.”

Maintenance

The initial achievements of training, education, and experience are vital and occupy much of this
handbook's attention. However, the professional development process is life-long. Therefore, the
initial achievement is not sufficient to meet the challenges of the fire and rescue service leaders.

Fire officers need to maintain and enhance their knowledge, skills, and abilities. They must also push
forward as a network of educated professionals dedicated to teaching each other, their teams, their
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communities and their successors. As they seek to sharpen their skills, they need to look beyond
themselves and achieve a level where they can develop performance-consulting capabilities to
support managers, teams, and employees as those individuals seek to implement and take their own
action on the changing strategies and innovations in the fire service. As these professionals evolve
within the profession and merge the old with the new, perhaps they can join the change agents who
are taking the fire service to new heights. These all serve as reminders that the fire service is not just a
job, but indeed a career.

Currently, fire and emergency services professionals use professional associations, conferences,
seminars, workshops, and similar offerings to meet their individual needs. The IAFC is working
diligently to create more opportunities to further enhance professional development. This edition of
the IAFC Officer Development Handbook is being published before that work effort is completed. For
now, suffice it to say that there is much more to come on this subject.

Important Reminders
Your professional development is a journey, not a destination.

“Patience, persistence, and perspiration make an unbeatable combination for success. “
- Napoleon Hill

“There are no secrets to success. Don't waste your time looking for them. Success is the result
of perfection, hard work, learning from failure, loyalty to those for whom you work, and
persistence. “

- Colin Powell

“You've achieved success in your field when you don't know whether what you're doing is
work or play.”

- James Seatty

Summary

Fire officers at all levels of the organization have a responsibility to develop the right competencies
and the right people. That is why the IAFC strongly encourages aspiring officers to incorporate
systematic and deliberate professional development in their fire and emergency services careers. Fire
personnel at all levels, whether paid or volunteer, young or old, newly hired or tenured, must be
committed to learning, education, experience, and self-development. The success of this profession
depends on its leaders to inspire the next generation through consistently professional leadership.
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Responsibility for Learning

The Concept of Agile Learning

Different people learn differently. Some people have the ability to learn quickly from experience while
others adopt learning far more slowly. While it is possible to calculate the amount of experience,
education, and even intelligence that future leaders have, it is difficult to determine whether those
people have learned from their education and their experiences.

Some researchers have described a concept known as “agile learning” or the ability of people to learn
what they don’t know how to do.’ According to Lombardo and Eichinger, learning-agile people are
critical thinkers who examine problems carefully, who know themselves well and are able to handle
tough situations deftly, who like to experiment and can deal well with change, and who deliver results
in first time situations.

Simply placing good people in difficult situations will not necessarily create learning. Some people will
simply travel down the path of habit and continue the same behaviors that they have always
practiced, while others will attempt to use technical expertise rather than management expertise
when they move up in the organization. But fire agencies can build learners and build more
competent managers by ensuring that development opportunities are designed to create
competencies. To be successful, personnel must develop self-awareness. They should take on new and
different roles with high levels of visibility and responsibility. They should demonstrate the ability to
handle high-pressure responsibilities that include a chance of failure.

The Organization’s Responsibility

The people in any organization are the most important resource. If the fire service wants to efficiently
meet the needs of its customers, it must prepare personnel for technical competency and
administrative responsibility.

Even though fire service personnel are often the most technically trained and competent public
service providers within communities, many fire agencies have not invested in their leadership.
Organizations must recognize the need for officer development that extends beyond technical
training and be willing to institute a professional development process for future leaders.

Organizations should provide multiple opportunities to develop leaders. They should be willing to
send personnel to seminars and training at the National Fire Academy, to provide mentoring
opportunities for employees, and to create experiential opportunities for potential leaders.

The organization should allow individuals who aspire to become future leaders to work in different
divisions in the organization to gain experience. These individuals must be mentored for the
responsibilities that lie ahead.

The Officer Development Handbook is, therefore, one resource to help organizations and future
leaders design programs to develop relevant competencies.

19 Lombardo, M.M,, and Eichinger, RW., The Leadership Machine, Lominger Limited Inc., 2002,
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The Individual’s Responsibility

Individuals are responsible to prepare themselves to excel in current positions, to prepare for
excellence within future positions, and to encourage peers and subordinates to excel. This ongoing
pursuit of excellence improves the organization, improves the community, and most importantly, it
improves the competencies of the individual.

From the time their careers start, firefighters learn the benefits of and strive for personal excellence. In
the early years of firefighters' careers, people learn how to become technically good at their jobs. The
need for excellence, however, does not end when fundamental skills are mastered. Aspiring leaders
must also hold themselves individually responsible to achieve the highest level of competency in
leadership skills. Just as firefighters hold themselves responsible for excellence in the early years, it
also is their responsibility to prepare to become excellent leaders.

Few professions provide such clear opportunities to make a positive difference in the community.
Firefighters must hold themselves personally accountable to maintain the highest level of training and
skills they can throughout their careers.

Fire officers should also prepare themselves to perform well in future positions. They can do this by
demonstrating a willingness to take risks and to engage in activities that exceed the bounds of their
current position. In order to develop individual competencies, they must try new things and place
themselves in unfamiliar positions that require making decisions.

Another obligation of strong leaders is to develop the skills of their peers and subordinates. Leaders in
all organizations rate subordinate development as one of their most important responsibilities, but
typically rate this as their own weak skill area. Because of demographic realities, a turnover of
leadership in the fire service is inevitable. That means people with far less tenure in the organization
will be leaders in a short time. That is why each fire officer and leader in the industry must direct
special attention to assure that future leaders learn the needed competencies. As a reminder, some
simple ways to develop future leaders include exposing them to new and relevant experiences,
encouraging them to attend seminars and take NFA courses, and providing formalized mentorship.

Summary

The 21 Century fire service recognizes a need to move from traditional practices of promoting its
members based on tenure to new norms that focus on effective, standardized professional
development processes that foster true leadership qualities in prospective leaders. The sections that
follow provide the roadmap for achieving that end.
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OVERVIEW OF THE OFFICER DEVELOPMENT HANDBOOK
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This statement is given special emphasis so that handbook
users will understand that professional development is not
solely about “certifications” and “degrees.” These benchmarks
are useful in documenting achievements in Training and
Education. As such, they may be predictors of the likelihood
that the recipient possesses the requisite knowledge and
skills. The content of the learning experience, however, is of

reater import. .
9 P We want our officers to have the

For example, a given college degree may be from a fully knowledge and skills necessary to be
accredited higher education institution, but the coursework successful in supervisory,

may lack one or more subject areas essential to success as an management, administrative, and
officer/leader in a given agency. Therefore, this handbook executive positions.
focuses on key elements and targeted learning outcomes. The

contents, however, are arranged and organized consistent with typical certification and degree
programs.

Fire service technical certifications are based primarily upon NFPA Professional Qualification
Standards (1000 series) with the balance based upon other key national standards. Chief Fire Officer
Designation, by comparison, is based upon a blend of technical competencies, college education,
leadership experiences, and job-related activities.

This handbook’s educational requirements are consistent with those published through the National
Fire Academy by the Fire and Emergency Services Higher Education Conference in its Model Fire
Science Curriculum. The completion of all stipulated higher education course work should enable the
student to qualify for the commensurate academic degree(s).

The category Experience is tied to those work experiences that are important to fostering the mastery
of basic skills, including communication skills, and instilling self-confidence in the officer’s ability to
assess situations and improve them.

The category Self Development is more subjective. It deals with awareness, personal attributes, and
attitudes, which are individually developed and refined. It results from how one has grown, matured,
and evolved over time. It depends upon an individual’s physical, mental and emotional health and is
typically driven by his or her values. The expectations listed here are based on key indicators, activities,
and experiences that assume officers’ self-development has prepared them to assume the challenges
of supervision and leadership. Prospective officers are encouraged to foster development in this area
through seminars, self-study, mentorships, and similar experiences.

The following four sections of this handbook are written with a consistent format for the presentation
of recommendations for professional development planning.

Each section begins with an overview of the corresponding NFPA 1021 - Standard for Fire Officer
Professional Qualifications as promulgated by the NFPA. Each of this standard’s four levels (Level |
through Level IV) corresponds to the four levels of officer development set forth in this handbook.
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NFPA 1021 constitutes the minimum standard for successful performance and is summarized in each
handbook section as a reference.

Following the summarization of the standard, the following elements will appear for each officer level:

1 Learning

9 Education

1 Experience

9 Self-Development

This information constitutes IAFC's recommendations for those professional development
experiences, based on the recommendations’ potential to help develop the requisite knowledge and
skills for success as a fire officer.

Individuals who are engaged in professional development planning are also encouraged to develop a
working knowledge of the Chief Fire Officer Designation (CFOD) process, which is administered
through the Commission on Fire Accreditation International. The CFOD process can help effectively
credential the knowledge and skills of participants who progress into the levels of Administrative Fire
Officer and Executive Fire Officer.
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In pursuit of the planned, progressive, life-long process of education,
learning, self-development, and experience.

IN PREPARATION FOR SERVICE AS A

SUPERVISING FIRE OFFICER
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SUPERVISING FIRE OFFICER
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The NFPA promulgates minimum fire officer professional qualification standards for use in
certification through an independent examination process. The applicable standards from NFPA 1021
for each of the four officer development levels are included here for reference. They should be
included in the professional development planning process, while remembering that they comprise
only a portion of the total development process.

For the Supervising Fire Officer, refer to:

NFPA Fire Officer | Standards

Component Content

General Firefighter Il

Organizational structure; procedures; operations; budget; records;
General Knowledge codes and ordinances; IMS; social, political, and cultural factors;
supervisory methods; labor agreements.

Verbal and written communication; report writing; incident
management system.

Use human resources to accomplish assignments safely during
Human Resource emergency, nonemergency, and training work periods; recommend
Management action for member problems; apply policies and procedures;
coordinate the completion of tasks and projects.

Community & Deal with public inquiries and concerns according to policy and
Government Relations procedure.

General Skills

Implement departmental policy and procedure at the unit level;

Administration . .
complete assigned reports, logs, and files.

Inspection &

.. Determine preliminary fire cause; secure a scene; preserve evidence.
Investigation

Conduct pre-incident planning; develop incident action plans;
implement resource deployment; implement emergency incident
scene supervision.

Emergency Service
Delivery

Integrate health and safety plans, policies, and procedures into daily
unit work activities; conduct initial accident investigations.

Health & Safety

These standards are the basis. The next section presents the essential learning, education, experience,
and self-development elements that are designed to prepare individuals for service as a Supervising
Fire Officer.
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Supervising Fire Officer: Learning

Element

Note

Firefighter |

NFPA 1001; Firefighter |

Firefighter Il

NFPA 1001; Firefighter Il

Fire Officer |

NFPA 1021; Fire Officer |

Incident Safety Officer

NFPA 1521

IMS

NIMS

Instructor |

NFPA 1041 or equivalent

Inspector |

NFPA 1031 or equivalent

Emergency Medical Services

Per state/local requirements

Valid Driver’s License + Related Endorsements

Per state/local requirements

HazMat - Operations Level

NFPA 472
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Supervising Fire Officer: Education

The following studies should be undertaken through an accredited institution of higher education.

SFO Component

Outcome

Discipline
Level

Suggested Course

SFO-01

Ability to write detailed
prose.

100

English Composition

Understanding and using
basic interpersonal, group
and public communication
skills.

Public Speaking

Ability to write accurate and
clear letters, memos,
technical reports and
business communications.

Business
Communications

Understanding ecosystem
construction and
destruction, energy
production, and use and
waste generation and
disposal.

Understanding basic
principles of general
chemistry, including the
metric system theory and
structure.

Chemistry

Understanding basic
principles of areas of
psychology: physiology,
cognition, motivation,
learning, intelligence,
personality, and mental
health.

Psychology

Understanding basic
principles of social groups,
forces, structures, processes,
institutions, and events.

Sociology

Understanding and using
the basics of mathematical
models; elementary
concepts of probability and
simulation; and emphasis on
business applications.

100/200

Introduction to Finite
Math; Algebra
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SFO Component

Outcome

Discipline
Level

Suggested Course

Understanding basic
principles of information
technology and business
computer systems for
effective daily use.

Business Computer
Systems

Understanding and
implementing the basic
principles of health, fitness
and wellness.

Health / Wellness

Understanding basic
concepts of government at
the federal, state and local
levels.

American Government

Understanding functional
areas of human resource
management and laws: job
analysis, testing; performing
interviewing, selection,
training, and performance
evaluation.

Human Resource
Management

Understanding basic

theories and fundamentals
of how and why fires start,
spread, and are controlled.

Fire Behavior &
Combustion

Understanding the
components of building
construction related to fire
and life safety, including
inspections, pre-incident
planning, and emergency
operations.

Building Construction

Understanding and
performing basic
responsibilities of company
officers including
supervision, delegation,
problem solving, decision-
making, communications,
and leadership.

Fire Administration |
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Supervising Fire Officer: Experience

Element

Examples of Appropriate Development Experience

Agency Operations

Worked as qualified responder for three — five years.
Act as an aid to command/Participate in after action reviews.

Coaching

Practice peer coaching, e.g., recruits and other organizational
workgroups.

Select a subordinate who is experiencing difficulty in
performing assigned tasks. Develop a performance
improvement plan and provide coaching, including active
feedback to the individual over an extended period of time.
Work with small group leadership: sports teams, youth clubs,
etc.

Serve as either a coach or manager in a local sports
organization, or club officer for a service club.

Work as a peer fitness trainer/youth sports coach/employee
evaluator.

Develop a subordinate who needs performance improvement
or is aspiring to promote and develop a performance
improvement plan with benchmarks.

Acquire other leadership experience, such as coaching and
leading others, outside the fire service.

Directing Resources

Function as acting officer for at least 200 hours. Include
emergency response and non-emergency activities.

Serve as acting officer/aid to EOC; participate in disaster
exercises.

Acquire through work experiences outside the fire service, such
as supervisory or managerial roles, where directing resources is
a primary job function.

Incident Management

Function as the supervisor of a single resource unit.
When supervisor-level personnel, under the guidance of BCs,
handle major incidents.

Planning

Participate in a planning process of critical importance to the
organization.

Participate in NIMS planning section, strategic planning review,
or Standard of Cover compliance.

Include other program planning - prevention, training, EMS,
HazMat, ARFF, Tech Rescue. Include participating in
organization and city strategic planning process.

Instruction

Develop curricula and deliver training classes to superiors,
subordinates, and peers.
Collaborate with other members to identify training needs.
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Human Resource
Management

Examples of Appropriate Development Experience

Management
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