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Introduction  

NAFRS is a joint fire protection and rescue service department protecting the City of Northfield, 

the City of Dundas, and Rural Fire consisting of: Bridgewater Township, Northfield Township, 

Webster Township, Forest Township, Waterford Township, Sciota Township, and Greenvale 

Township in Minnesota. NAFRS is staffed entirely by a group of dedicated paid-on-

call/volunteer personnel.   

 

The issue most discussed with the consultants, pertaining to the NAFRS board and the fire 

department, was the need for an administrator.   In addition, the issue as to whether the board is 

performing duties beyond the scope of what is expected of a governing or oversight body.   

 

A report of this nature is a snap-shot in time; while the project was only three months in length, 

there could be slight changes in the composition of the board or fire department. NAFRS 

provided considerable documentation to the consulting team. The material presented, such as the 

2015 Annual Report, was very comprehensive and professional in nature. The consultants wish 

to express their gratitude to all those stakeholders who participated in this project.   

 

McGrath Consulting Group, Inc. was commissioned by the Northfield Area Fire & Rescue 

Service (NAFRS) to conduct an independent, non-biased administrative audit of its governing 

board and the fire department leadership.  

 

Four consultants were assigned to this project, each handled topics that were appropriate to their 

specific skills and expertise. 

¶ Dr. Tim McGrath ς Project Manager ς 33 years Fire/EMS experience 

¶ Chief Paul Guilbert, Jr. ςLead Consultant ς 41 years Fire/EMS experience 

¶ Chief Tim Kluck ς Fire/EMS Consultant ς 35 years Fire/EMS experience 

¶ Dr. Victoria McGrath ς Human Resources 
 

All members of the consulting team (with the exception of the Human Resources consultant) 

started as a volunteer and progressed to a career member with experience in the fire/EMS 

service; all three held the rank of fire chief during their career.  



McGrath Consulting Group, Inc.  Page 7 

 

 

 

 

All recommendations throughout the report are prioritized by the consultants using the table 

below. At the end of the report, the consultants included a summary of all recommendations 

listed in priority order. 

 

Table 1: Report Priority Hierarchy 

Priority Definition Example 

1 Urgent/Immediate 
Potential threat to life, legal and regulatory compliance violations; 
physiological needs; essential preventative action needed 

2 Pressing < Priority 1 Significant impact on organization; action needed as soon as possible 

3 Important < Priority 2 
Organization will benefit by addressing soon; items that should be 
accomplished 

4 Future Consideration 
Items need to be addressed; develop future plan of action; low 
consequences of delay-action 

5 Information Only Organization should be aware; take under consideration 

 

  

Conflicting Viewpoints 

The stakeholders interviewed, predominately the voting and ex-officio board members, were 

very divided on their viewpoints, opinions, and perceptions of the NAFRS issues and how the 

board addressed these issues.  

 

The consultants were not faced with a simple difference of opinion by one or two individuals; 

rather, the board appeared to be sharply divided.  Therefore, the statements of satisfaction or 

dissatisfaction are not those of the consulting team; rather, are statements made to the consultants 

during the individual interviews by more than one individual.  

 

Based on the information gleaned from these interviews, the consulting team will provide 

samples of best practices for consideration by the board. These samples should not be interrupted 

as criticism or validation of individual board member’s; rather as an opportunity for all parties to 

seek common ground and work toward common goals for the good of the department and the 
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community. For example: one issue brought forward by board members dealt with how the 

meetings were run. One side adamantly believed they followed Robert’s Rules of Order; 

whereas, the other side indicated Robert’s Rules of Order were consistently violated.  

 

Each side could become defensive and adamantly argue their side was correct; or, both parties 

could recognize that the issue really is not Robert’s Rules of Order. Rather, with such a wide 

difference in beliefs, some process should be introduced to find common ground on how 

meetings should be conducted. In this example, the consultants recommended board training 

from an outside source on how meetings are conducted in hope that both sides could agree on a 

mutually acceptable process.   
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Organization Overview 

NAFRS Board 

The history of the NAFRS is a short one in that they have only been in existence since 

September 1, 2014.  The ten initial government units had adopted and signed a resolution 

authorizing their participation within the Joint Powers Agreement (JPA) on May 30, 2014.  Prior 

to JPA, the fire and rescue department was a department within the City of Northfield’s 

government structure.  The JPA is an all-encompassing document. The governance section will 

address the authority provided to the JPA and how they govern. 

 

The NAFRS board has 14 members; 8 voting and 6 ex-officio as illustrated in the table below: 

 
Table 2: NAFRS Board Members - Representing 

NAFRS Board 

Voting Members Appointed By   Ex-Officio Members Representing 

Bollinger, Gary City of Northfield   Anderson, Jerry Rural 

Castore, Glen Rural   Edwards, Brian Director EMS  

Drenth, Dave City of Northfield   Franek, Gerry Fire Chief 

Graham, Dana City of Northfield   Martig, Ben City of Northfield 

Liebenstein, Paul Rural   McCarthy, John City of Dundas 

Scherer, Bron City of Northfield   Nelson, Monte Northfield Police Chief 

Street, Bernie City of Northfield     

Switzer, Glenn City of Dundas      

 

The board chair and vice-chair are elected by the board members annually. 

 

Fire Department 

Throughout the study the consultants received very few negative comments about the fire 

department and/or their service delivery. With very few exceptions, the services and members of 

the fire department were held in very high esteem. The conflicts were among board members, 

not the fire department performance.  

 



McGrath Consulting Group, Inc.  Page 10 

 

 

Northfield Area Fire and Rescue Services is an all paid-on-call (POC) fire department, and 

volunteer rescue squad, protecting a non-transient population of approximately 26,000 within a 

144-square mile area. The protection area covers the entire cities of Northfield and Dundas and 

all or part of seven surrounding townships. Interstate Highway I-35 is its own category but part 

of the Rural Fire District. As noted, the department became the provider for fire and EMS 

services (rescue and extrication) in 2014 as illustrated in the table below.  

 

Table 3: Northfield Area Fire & Rescue Service - Total Calls 

Emergency Responses 

Year 2014 Year 2015 

Fire EMS Fire EMS 

210 191 233 201 

Total 401 Total 434 

 

EMS services, including patient treatment/transports, are provided at the Advance Life Support 

(ALS), the highest level of pre-hospital care available through the Northfield Hospital 

Emergency Department covering 284 square miles.   

 

The fire department has published a very comprehensive annual report for 2015 and greater 

details about the activities of the department are presented in this document available at the fire 

department.  

 

Volunteer or Paid-On-Call 

Anyone who joins the NAFRS are members of the fire department which receive compensation, 

therefore are referred to as paid-on-call; and those fire personnel are also members of the Rescue 

Squad Association which is incorporated as a 501(c)(3) and are not compensated and therefore, 

volunteers.  

 

The most significant difference between paid-on-call and volunteer departments is that paid-on-

call members are compensated for emergency responses and training, and volunteers receive no 

compensation for their services. In terms of dedication to serving the community, the difference 

is non-existent. 
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Volunteer fire departments have been an intricate part of the fire service in the United States for 

over 300 years. The key to success using this methodology is two-fold: The first is related to the 

ability to find dedicated individuals who have the desire and time to become proficient in the 

delivery of critical firefighting and other lifesaving services. The second, and no less important, 

is leadership.   
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Issues to Opportunities 

The synopsis of the self-evaluation expressed by board members is that the NAFRS board is 

dysfunctional; a finding verified by this study. However, one must not lose sight that the NAFRS 

Joint Power Agreement (JPA) is in its infancy and is experiencing “growing pains” - not 

uncommon to new governing bodies.    

 

This report is not about nice people – if it were, this organization is surrounded by them; rather, 

it is about these nice people being willing to address tough issues and retaining focus on what is 

best for the people receiving emergency services.  Special clarification is warranted when the 

consultants speak of the need for a full-time fire chief. This recommendation is not based on any 

inadequacies of the current fire chief; rather, the consultants believe that a full-time fire chief 

could add much to the development of this organization. Whether, the current fire chief should or 

should not fill that role is not the issue; rather the need for full-time leadership and planning 

would be beneficial.   

 

Through a series of interviews and exercises, the consulting team discovered what is commonly 

called the “iceberg model”, in which organizations, like an iceberg, find that only 10% of the 

issue is visible; whereas, 90% isn’t readily apparent causing the initial issue to become 

unresolvable. Within NAFRS, the event – as seen below, the dysfunction of the board is only 

10% of the problem, visible or seen by those involved in the organization.  However, the 90% - 

or the root of the problem, is the patterns of behavior and systems within the organization that 

need to be examined, identified, and changed.  Thus, it is important to understand that in solving 

problems within NAFRS, one needs to look beyond the 10% of the visible problem, and look 

below the water to the 90% - the patterns of behavior and to the organizational structure.  The 

consultants acknowledge this will be most difficult for some to examine the organization from a 

more global perspective. The consultants will examine the iceberg model and then its application 

to NAFRS; as illustrated in the figure on the following page.  
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Figure 1: Iceberg Model 

  

Source: A Comprehensive Guide to Global Issues and Sustainable Solutions: Benjamin Wheeler, Gilda Wheeler, 

Wendy Church 

 

NAFRS Iceberg Components 

 

Events ï Figure 1 ï Top Level 

The event (10% of iceberg showing) is dysfunction.  One of the results of this dysfunction is 

behavior of board members that is problematic to other board members. An analogy could be 

compared to two large locomotives heading down the same track towards one another – each 

locomotive engineer determined they have the right of way and the other should yield (take the 

siding).  Each encounter gets a little more daring with each occurrence. The event begins to have 

a life of its own. The dysfunctional behavior intensifies and the reason for that behavior could be 

lost over time.  Eventually, it could transcend to “we don’t know why we are in disagreement; 

we just know we are, have been, and will be in the future until the other person changes”.  

 

Unfortunately, this consulting firm has witnessed the conclusion to this type of dysfunction when 

left unchecked; there are no winners.  Eventually, everyone and, most sadly, the people needing 
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the emergency services suffer the results. For those readers that are saying “it’s not that bad here, 

we still provide excellent service”; you are choosing to not step back and take a more global 

view of the organization’s situation.  

 

Pattern of Behavior ï Figure 1 ï Second Level 

From the consultants finding, the belief that it is not my fault and point the finger as to whose 

fault it is, is alive and well. Our study findings could be directed to identifying who or what 

group is the most to blame. If we did that, then the study would be applauded by one side and 

found to be grossly incorrect by the other. The outcome of the report would most likely, result in 

no change and a missed opportunity in resolving differences.   The consultants found patterns of 

problematic behavior which are identified by topics and discussed below: 

 

Process: 

Although not all would agree, most municipal governments strive to be as transparent as possible 

and follow a process in how they conduct meetings, business, fiscal matters, and develop 

policies. Elected officials are the stewards of the taxpayers and government actions must follow 

a stringent order.  The consultants have often found that fire departments, on the other hand, are 

less formal in process and focus on service outcomes.  

 

As a governing body, the JPB must strive to be as transparent as possible. The NAFRS board 

should adhere to formal meeting processes such as Robert’s Rules of Order, as called for in the 

JPA. What is especially critical is the authority of the board chair, who, according to the JPA, 

holds equal authority to the other seven voting members; and, regardless of their personal beliefs 

or desires, must conduct business in a formal process. The consultants heard considerable 

disagreement on this issue. A number of stakeholders believed all JPA actions were very 

transparent and were overseen by an attorney; whereas, other stakeholders believed the opposite. 

The issue becomes the difference in the perception – not who is right.  The consulting team 

strives to provide an opportunity for addressing these perceived differences.  
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Process Results 

One may ask why something such as running a meeting according to Robert Rules of Orders is 

important?  Several board members shared their belief that there were backroom meetings and 

unauthorized decisions occurred by some board members prior to the meeting. It was shared by 

some stakeholders, that a discussion of the topic was held before it was presented, and that 

members were not allowed or not recognized and able to bring their perspective on the topic to 

the floor.  The consultants have no evidence that this occurred; rather it was again shared during 

interviews and thus, a concern by stakeholders that needs to be addressed.   

 

Further, during interviews, the consultants were told that there have been meetings that have 

resulted in very unprofessional and outright disrespectful behavior to fellow board members by 

other board members. Although the behavior observed was very minor in nature, the consultants 

witnessed tension between board members during an exercise that the Consultants facilitated.  

Some of members after the exercise spoke to the Consultants and acknowledged and recognized 

this behavior.  

 

Thus, the issues are not whether or not Roberts Rules of Order is being followed, but how 

meetings are being conducted.  A well-organized, professionally run meeting provides 

opportunities for all to voice their input, ensuring a formal process in which to make decisions. 

As suggested, it is not to find fault or blame of either party, but to provide an opportunity for all 

board members to work together to find a common ground, and find a process that all can agree 

upon and work toward as the department grows. 

 

Board Meeting Process – Sample of Best Practices  

The consultants will provide a sample process for consideration by the board. The sample is not 

a statement of what is or is not being done; rather, it is an opportunity to ensure that all members 

have the opportunity to agree on a board meeting process. 
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The process for conducting effective and efficient board meetings is a skill set often overlooked 

by leaders, managers, and boards.  This process can also be very expensive when you consider 

how valuable attendee’s time is spent in meetings.  It is imperative that the management of a 

meeting, be considered a serious matter to ensure goals and objectives of the board are met. 

 

Developing Agendas 

When developing a board meeting agenda, it is recommended that one includes key participants 

(i.e. board members) in the meeting agenda development.  The board chair should prepare the 

meeting agenda.  The chair should ensure that appropriate topics are discussed during board 

meetings and help create a setting for board members to exercise their fiduciary duties.  Boards 

should have a process that allows individual board members to recommend agenda items for 

consideration through the chair.  A typical agenda may include: 

 

i. Call to Order/Roll Call 
ii. Approval of Minutes 
iii. Fire Chief Report 
iv. Committee Reports 
v. Review of Compliance Items 
vi. Old Business: 
vii. Bids/Contracts New Station 
viii. New Business: 
ix. Fire Apparatus Purchase 
x. Adjournment 

 

Agendas 
¶ Agendas should be prepared and distributed to all board members a minimum of three 

business days prior to the scheduled meeting.  
 

Public Notice 

The first step toward ensuring openness and transparency of board meetings is to provide the 

public with clear and conspicuous advanced notice of meetings.  Information included in the 

public notice should include; date, time, location, name of the public authority holding the 
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meeting, type of meeting being held (i.e. regular, committee, or special), as well as the contact 

person or office where interested parties can obtain further information.   

 

Public Notice 
¶ Minnesota governing bodies need to meet the requirements of the Minnesota Open Meeting 

Law, but would also benefit from posting its meetings and agendas on its webpage.  

 

Board Member Materials  

All board members should be provided with the information they need to attend board meetings, 

so they are prepared and ready to participate.  Materials which should be distributed to board 

members in advance (i.e. board packet), should include those documents relevant to the items on 

the agenda.  These include: agenda, prior meeting minutes, financial statements, management 

reports, committee reports, compliance items, background information on discussion topics, 

resolutions to be voted on and associated documents (i.e. budget, contracts, policies), and 

updates on any legal issues affecting the public authority.   

 

Board Material  
¶ It is recommended that board members receive these materials at least one week in 

advance of the meeting so that they may prepare for the meeting.  
 

Conducting Board Meetings 

Board meeting frequency should be determined by the amount of work which needs to be 

accomplished.  Common practice is for boards to meet monthly.  Committee meetings are held 

even less frequently.  The Chair of the board is responsible for conducting meetings, including 

ensuring that a quorum is present, facilitating all proceedings, moderating discussions, and 

making sure the meeting runs smoothly.  The Chair is responsible for making sure the agenda is 

appropriate and identifies the routine and new business expected to be addressed.  If the Chair is 

unavailable, the vice Chair typically assumes the responsibility of running the meeting.  The 

Chair should remain communicative with board members and staff between meetings to ensure 

that agenda items requiring further action are being addressed. 
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Conducting Board Meetings 
¶ !ƭƭ ōƻŀǊŘ ƳŜŜǘƛƴƎǎ ǎƘƻǳƭŘ Ŧƻƭƭƻǿ ǘƘŜ ƳŜŜǘƛƴƎ ƻǳǘƭƛƴŜ ŀǎ ǇǊŜǎŜƴǘŜŘ ƛƴ wƻōŜǊǘΩǎ wǳƭŜǎ ƻŦ 

Order.  
 

Board Member Attendance 

Board members are expected to attend and participate in regular board meetings, as well as 

meetings of the committees on which they may serve.  As a best practice, its recommended that 

new board members, upon their appointment, participate in an internal orientation session to 

provide an overview of the authority’s operation. 

 

New Board Members 
¶ All new board members should participate in an orientation in which board procedures 

and anticipated conduct is reviewed.  
 

Board Meeting Action 

Board members are expected to cast a vote only after considering the action brought to the board 

for approval, voicing any concerns, asking for clarification if necessary, and being confident that 

their vote serves the best interest of the public authority.  It is in the boards best interest to draft 

resolutions for matters they consider important so there is clarity about their decision and their 

wishes.   

 

Board Meeting Action 
¶ Its recommended that resolutions contain a consecutive number that identifies each 

resolution.  
 

Conflicts of Interest 

A conflict of interest is a situation in which the personal interest of a board member comes into 

actual, potential or perceived conflict with their fiduciary duties.  Board members should always 

serve the interests of the public authority above their own interests.    
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Conflicts of Interest 
¶ Voting members who have or are perceived to have a conflict of interest on a matter 

before the board should abstain from voting.  
 

Board Minutes 

Open meeting law requires that minutes consist of a record or summary of all motions, 

proposals, resolutions, and any other matter formally voted upon and the voting results.  Best 

practices call for meeting minutes to include the following; name of organization, date/time of 

meeting, board members present/excused/absent, staff /guests in attendance, existence of 

quorum, motions made/by whom, brief objective account of any debate, existence of any conflict 

of interest and how resolved, voting results, names of abstainers/dissenters, resolutions adopted, 

reports and documents introduced, future action steps and signature of secretary and chair.  

 

Board Minutes 
¶ The board should continue to ensure they are meeting the Minnesota Open Meeting Law 

in providing comprehensive minutes of meetings.  
 

Another concern voiced during interviews was communication. There are members whose task is 

to be the conduit to municipal boards and need to carry the message back in a variety of forms.  

The consultants were told that there is a variety of problems occurring in these communications; 

such as the tone in which the message is being relayed, and that some of the information goes 

beyond the individuals for which it was intended.  

 

 For example, the consultants received an email which outlined a concern – an appropriate 

correspondence; however, it was not the email, rather the tone of the email, that indicated the 

message was not to resolve an issue, but rather to escalate the issue. This event, was an 

opportunity by the author to address negativity – rather than ask for clarification.  To exacerbate 

the issue, the email went beyond communication to the consultant and the board. The consultants 

were told that in the past, similar correspondence highlighting board dysfunction was shared with 

the press. Thus, painting an unfavorable picture of the board; unfortunately, this might also paint 

an unfavorable image of the fire department, since some citizens group and/or the public view 
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these two entities (the board and the department) as a single organization.  If true, the only 

purpose of this type of communication was to continue the pattern of dysfunctional behavior, and 

served no positive purpose. 

 

The NAFRS board needs more members committed to resolving the dysfunction verses 

enforcing their position of disapproval and/or disrespect. One must not lose site of the fact the 

fire department is a very good organization and it is comprised of many dedicated and positive 

board members, department members, and governing officials that are dedicating time and effort 

to improve the organization. Differences occur in the infancy of an organization, and it is 

sometimes best to agree to disagree and move to the next important issue in a professional and 

respectful manner.  

 

If the press wishes to cover the NAFRS board, they should attend the meetings, or one person on 

the board should be selected to be the press spokesperson and provide a press release.    

 

Recommendation - Process 
¶ The NAFRS board needs to continue following wƻōŜǊǘΩǎ wǳƭŜǎ ƻŦ hǊŘŜǊ: or adopt another 

formal meeting procedural process (as outlined above). This process must be followed in 
all official meetings. Priority 2. 

 

Iceberg Second Level Continued 

Distrust: 

Distrust does not show itself in obvious fashion, because distrust of team members is not 

politically correct. Distrust is easy to hide and only apparent to those that look beyond the 

obvious. However, once distrust is perceived (doesn’t even have to be factual) it becomes an 

overriding distraction to a team. One successful method of being less than transparent is to 

withhold full disclosure in meetings, or the belief that some important decisions are made behind 

closed doors. The problem with distrust, is once discovered/perceived, it is easy to spot in the 

future. It is similar to a slow growing cancer that will eventually spread throughout the 

organization. Again, the consultants do not know if information is being withheld or “secret” 
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meetings are occurring. What the consultants do know is that there are members who shared that 

view during stakeholder’s interviews. Therefore, seize the opportunity to find out what could be 

done to minimize these perceptions among other members. One might or might not be successful 

in minimizing these perceptions, but the effort to try would be most noticeable.   

 

The City of Northfield has experienced a large turnover in the position of city administrator for 

some considerable time. Numerous stakeholders shared stories of the different management 

styles by the administrators toward the department.  These continuous changes in leadership and 

now the potential change to the NAFRS board continues to add to tense relationships between 

parties. It appears, historically perceived wrongs are well remembered by some members and 

continue to influence their actions.  

 

The distrust issue is not a one-way street (fire department distrust of the city); rather, city 

stakeholders shared equal concerns about the method and lack of required processes in making 

decisions behind closed doors. Each side shared feelings of distrust and point to lack of integrity 

by the “other side”. Again, the consultants clearly recognized that the stakeholders who shared a 

feeling of distrust, based that distrust on a historical perspective verses a single event.  

 

Hopefully, turnover within the City administration will stabilize; thus, providing another 

opportunity for the Fire Chief and department administration to develop a relationship with the 

City and begin to break down that era of distrust.  As will be discussed in the SWOT analysis, 

this is an opportunity to concentrate on the future – not on the past. 

 

Integrity  

“Doing the Right Thing for the Right Reason” is perhaps one of the more common definitions of 

integrity. In reality, integrity is a personal choice. Once integrity is lost, it is most doubtful that 

those that experienced it will ever completely change their mind. To be a successful team 

member (NAFRS board member), other members must trust not only the information but also 

the motives.  
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What was disturbing during stakeholder’s interviews was the word distrust and lack of integrity 

were heard too frequently. The consultant’s study was not to the degree or interaction that they 

could validate, that the actions, by certain board members, indicated a loss of integrity; rather, 

the consultants believe the NAFRS board is comprised of good individuals who really all want 

the same thing – excellent cost effective fire service protection. Much of the current dysfunction 

is the result of growing pains, venturing into unknown territories, and/or personal agendas by 

members. Couple this environment with perceived poor or little communication and no strategic 

plan, one now has an organization in which many are functioning in unfamiliar environments 

without a road map for success.   

 

Recommendation ς Distrust/Integrity 
¶ The NAFRS board needs to go through a strategic planning process in which clearly 

defined goals and expectations are in written format. Once developed, the strategic plan 
needs to be followed in the decision-making process and updated annually.  Priority 2 

 

Communication 

If one could capture the secret of good communication and market it, management would be 

changed forever. Communication isn’t just “I said, you heard, you understand”. First, it’s what I 

think I said; followed by what you think I said; followed by what I think you heard; followed by 

what you actually heard. In the book, Silent Messages, Dr. Albert Mehrabian found that: 

  

7% of any message is conveyed through words 

 38% through certain vocal elements 

 55% through nonverbal (facial expressions, gestures, posture, etc.) 

Actually, the exact percentage of non-verbal communication is of little relevance. What is of 

relevance is board members are at times, not expressing their concerns in a manner to find a 

solution; rather, they are being expressed in a manner to highlight the dissatisfaction and 

exacerbate the dysfunction. For example: I need to show you one more incident in which I was 

wronged; doesn’t fix the problem.    
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Meeting Room Arrangement 

Often overlooked in conducting successful meetings is the meeting room layout, which has a 

direct relationship to flow of communication. An important role for the chair is to ensure that 

everyone present has the opportunity to participate in the deliberations; including ability to hear 

and see each other. The room and layout impacts+ how people feel, how likely they are to have 

conversations, and how likely they are to participate. Equally important is the ability of a visitor 

to be able to identify the participants and whom they are representing.  

 

The consultants believe that communication amongst board members could be improved if the 

actual meeting room layout was aligned with the purpose of the meeting: e.g. for a board meeting 

– U table layout would seat the voting appointed officials, at the opening of the U would be a 

straight table for the board chair and/or vice char.  Ex-officio members would be in audience off 

to the side; as shown in the figure below. This might require using different facilities, especially 

during the station renovations.  

 

Figure 2: Sample Room Arrangement - Board Meeting 
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The consultants held a joint (NAFRS board & fire department leadership) Strength, Weakness, 

Opportunities, and Threats (SWOT) exercise. The reason for putting the two groups together 

prior to individual SWOT exercise was to watch the non-verbal communications. The results 

were most interesting, with an immediate concern about “process” being raised. The obvious 

non-verbal displeasure displayed between members most likely was the resistance of members to 

speak freely, and the unwillingness of members to address significant concerns in a group 

meeting; however, these were expressed with great emphasis when discussed with the consultant 

during individual stakeholder interviews. The exercise clearly demonstrated that board members 

do not communicate well together.  

 

Another concern is that board members tend to concentrate on how their personal feelings are 

‘hurt’; rather than looking at the big picture and how comments or suggestions affect the big 

picture and the future of the department.  All board members need to remember; this is not about 

them personally – this is about the success of the department. 

 

The solution is complex but not impossible. It begins with proper process at meetings, followed 

by a series of team building exercises in which the entire board should participate. Accurate 

meeting minutes’ need to be distributed and topics need to be brought in front of the board listed 

in a written agenda. Finally, the ability of board members to professionally communicate issues 

and concerns for the good of the department. 

 

Effect of Poor Communication 

Communication has a major impact on the motivation of members. NAFRS indicate they are a 

volunteer organization continuously seeking new members. Not even for a minute, does the 

NAFRS board believe their dysfunction isn’t shared throughout the protection district and 

beyond. Why would a member of the protection district wish to donate their time when it appears 

that those in charge are more concerned with the current problems as vocalized through their 

actions and words. 
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One member indicated to the consultant that he “wouldn’t recommend joining NAFRS to his 

closest friends under the current environment”; rather, “if they want to argue and be unhappy he 

could visit their relatives”.   

 

Currently, there are several very talented professional individuals offering their services to the 

board, during this transition period, to the JPA. When they feel, their efforts are unappreciated, 

or even worse as expressed to the consultants, considered to be inappropriate involvement into 

board matters; why should they continue?  Ironically, there are board members who would prefer 

that these resources be eliminated and controlled by a single individual (administrator).  

 

Without improving the communication within the NAFRS board, the consultants could with 

some accuracy predict: 

¶ Turnover  

¶ Lower member morale 

¶ Loss of membership 

¶ Greater difficulty in recruitment 

¶ Diminished emergency service performance 

¶ Little change management  

¶ Increased litigation/attorney costs 

¶ Significant loss of respect by the public 

¶ Political turnover 
 

A study conducted by the Bureau of Labor Statistics found that 47.8% of the reason for members 

leaving the fire department was due to “conflicts in organization”.  Communication is essential. 

The life blood of an organization and the NAFRS board needs to begin a formal process (team 

building exercises) to enhance their ability to function as a team. The consultants highly 

recommend the NAFRS board bring in an outside facilitator to develop a strategic plan – 

thereby, painting the vision and purpose of their mission.  

 

Recommendation ς Communication 
¶ The entire board (14 members) need to participate as a group in some formal team 

building exercises presented by a neutral facilitator.  Priority 2 
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¶ The board needs to set guidelines regarding communications during meetings ς being 
respectful ς as well as proper communications to the public; who is responsible; and 
when it is appropriate so that communication to the public is as a department ς not as 
individual board members. Priority 2 

 

Resistance To Change: 

“Change isn’t difficult unless it affects me”. The current NAFRS department has experienced its 

share of uncertainty and change throughout its history.  Its evolution, from it solely being a City 

of Northfield department to its current NAFRS organizational status, has not been achieved 

without significant sacrifice and growing pains.  As many know, the fire service is steeped in 

tradition and history.  

  

NAFRS, as it stands today, is comprised of an all-volunteer and paid-on-call membership.  

Members have other fulltime professions as their source of primary income.  Often, they are 

stressed for time between their jobs, family and the fire/rescue department.  They are a proud 

breed of individuals, who selflessly train hard to ensure they respond and perform in an efficient 

and effective manner when called to duty.  Similar to most organizations, there most likely is a 

group of traditionalists who may be resistant to change based upon the fact; “this is the way we 

always did it”.  However, over time, they have taken on new department members who continue 

to challenge and question organizational policies, procedures, best practices and the way we do 

things.   

 

Just as in business, every proactive fire department must be willing to evaluate its internal 

policies, procedures, best practices and “ways of doing things” on a regular basis to ensure they 

continue to provide the highest quality services the public demands.  Departments who 

continually resist change and are unwilling to update their organizations policies, procedures, 

best practices and “ways of doing things” are subject to having change forced upon them. 

Although one might argue that the dysfunction discussed in this report refers to the JPA board, 

the consequences of that behavior directly impacts the fire department.  
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Throughout this consulting project, the term “good old boys club” was heard from several 

stakeholders in describing the fire department.  This was one of the few concerns expressed 

related solely to the fire department. It is imperative to state that while some best practices may 

be viewed as tradition by certain individuals, other individuals may view them as a closed shop 

or “good ole boys club” unwilling to change. The consultants did not find any deliberate actions 

by the fire department that would have them believe the department is a “closed shop”. A 

closely-knit group of individuals is the nature of a volunteer fire department, in which the social 

aspects of membership are equally important.  

 

Control: 

Although the word control was not mentioned publicly, it was obvious that some stakeholders 

went to great length to disguise their concern so as not to have to articulate their real issue – 

control. Control is not a word one wants to use when they are attempting to paint the picture of 

wanting to develop a team!  

 

 Fire Department – on one hand you have an organization with a strong proud history, 

who until recently was a municipal department. Although they were part of the municipality 

(Northfield), it was not described to the consultants that they were treated like other city 

departments and were pretty much allowed to function independently as long as no issues arose.  

Thereby, if true, this could create a strong sense of organizational autonomy. An individual, or 

an organization, does not give up autonomy easily and certainly not without a clear vision of 

what would be the benefits to them.  

 

The fire service is very deeply rooted in tradition; something becomes traditional because it has 

worked (or appeared to have worked) for a long time. Volunteers become very proud and 

protective of their services to the community, which is understandable and most often deserved. 

Volunteer or Paid-On-Call fire departments often become a close organization only allowing 

new members who look, act, and present no threat into their ranks; therefore, the acceptance of 
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an outside administrator who would have influence on the organization – plus had never gone 

into a fire – would not be an acceptable consideration in most fire departments.  

 

 Cities – the consultants understand there are two cities and one rural district (comprised 

of townships), but the cities seem more noticeable in their dissatisfaction than the rural. NAFRS 

was created through a JPA between the City of Northfield, City of Dundas, and the rural 

townships. Under the municipal structure, the Mayor and council controlled the dollars, owned 

the facility, and other municipalities who wanted service contracted with the City of Northfield. 

The golden rule of “he who has the gold makes the rules” was alive and well.  

 

For whatever reason, perhaps fiscal concerns, the City of Northfield partnered with the City of 

Dundas and the rural to create the JPA.  Suddenly, there were now three parties who would have 

input into the fire departments’ future. It is most common in consolidated districts that the 

municipality with the largest costs and response has greatest representation on the board. Thus, 

all three would not have equal input; rather, the larger partner (Northfield) would have more 

representatives on the board than the others, which is reflected in the percentage of payment to 

the entire fire department budget as illustrated in the table below: 

 

Table 4: Board Appointments & Fiscal Responsibility 

NAFRS Board 

Representing Members Budget % 

City of Northfield 5 72.22% 

Rural 2 22.41% 

City of Dundas 1 5.37% 

Total 8 100.00% 
Note: the budget percentage is derived from 1. Estimated market value of property in the protection district, 2. 

Population. The final percentage is 20% of #1 and 80% of #2.  

 

In addition to the eight voting members on the NAFRS board, there are six ex-officio members 

who actively participate in NAFRS board activities; however, they lack voting authority. The 

dysfunction, therefore, is not the result of eight members discussing issues; rather, it is 14 
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members, all with the ability to share their perspective.  It only becomes negative when the group 

forgets they are a team.  

 

Control Results 

The fire department now has to have three governing bodies approve their expenses after having 

a board of non-department members determine if they can get their request approved. Example: 

facility renovation/expansion: the fire department understands the need for additional space and 

the board supports that need; however, the fire department would like to have it completed 

quickly; whereas, the municipalities have to pay for the project and must work it into their long-

range capital improvement budget and get approval of their respective boards. The result – a 

potential misunderstanding of processes.  

 

In reality, the City of Northfield has less control of the fire department than under the previous 

arrangement. The NAFRS board does not function as a traditional department head does. The 

cities have articulated that they need someone available throughout the normal workweek to 

respond to issues that arise regarding fire department and there is no one available.  Yet, only 

two years ago, this need did not seem as critical, inasmuch as the fire chief still was a volunteer 

position. However, when the city leadership was asked if they included the fire department at the 

budget table, the answer was no. Conversely, the city noted that when they try to include the fire 

department in decision/planning sessions, no one attends, or there is no continuity in who does 

attend.  

 

Although the term control will be disguised under many different issues, it consists of perhaps 

the largest part of the other 90% of the iceberg.  

 

Dual Challenge for Elected Officials 

It is most difficult for elected officials not to champion what is best for their constituents. 

However, when they wear dual hats as NAFRS board member do, their mission is to do what is 
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best for the people needing the emergency service.  This can be in conflict with their elected 

position.   

 

Recommendation ς Control 
¶ Understand that control will be an issue and resolve it through equitable representation 

on the board aligning with their fiscal participation. Priority 3 
 

 

Systemic Structure ï Figure 1 ï Third Level 

 

Fire Chief 

Let us now address the base of that iceberg, the part that actually holds the greatest danger to the 

ships of opportunity that attempt to pass by.  The NAFRS department needs a visible, strong 

leader who can commit to the administrative 40-hours a week needed, plus the numerous other 

hours that an organization like this needs. Let’s clarify again before proceeding! The 

consultants are not talking about the current fire chief’s abilities, attributes, or performance. 

They are talking about a position and what is needed at this point to effectively move the 

organization forward. If the current chief can devote the time and has the attributes listed in this 

report – consider him.  

 

As stated, it is not about an individual; it is about what the organizational structure needs – 

leadership that has a full-time presence. In the fire service, the individual held responsible for the 

administration of the fire department is the fire chief. NAFRS needs a fire chief who can devote 

the time to leadership of a critical service ensuring the safety of its members and those that 

receive the services. This is exactly what fire chiefs do across this nation. The needs expressed 

by the stakeholders was exactly this – and it should be accomplished by a fire chief.  

 

A successful organization is all about leadership. A part-time fire chief – no matter how 

dedicated – cannot perform all the functions and leadership this organization needs. There are 

just not enough hours in a day. The time commitments will only increase if NAFRS becoming a 
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taxing district. The NAFRS needs a full-time chief, and in the opinion of the consultants, it 

should have been a requirement of the JPA.  Simply, there is a need for a full-time administrator 

– it is called a full-time fire chief.  

 

The consultants were told the “the fire chief is already the administrator.  it says so in the JPA”.  

The consultants found that language in the fire chiefs job description adopted by the JPA. In 

addition, the consultants were told: “we have a part-time administrative assistant who is there 

four hours every weekday; therefore, someone can answer the questions if someone stops in”.  

 

The NAFRS is fortunate to have a very talented part-time administrative assistant and board 

members who are willing to create an office in the fire station. However, this is not the same as 

having a full-time fire chief who is the individual who participates in planning, creates budgets, 

performs HR, develops rules and regulations, develops SOGs, disciplines, recruits, performs 

employee evaluations (even on volunteers), and is recognized as the leader. Even if the 

department continues to have some of these functions contracted out – and that is advisable, the 

fire chief needs to be the individual that provides the leadership for those agencies in not only 

managing the contracts; but also, the services being provided.  

 

As talented as an individual might be, they have to be present and have legitimate authority by 

the board to be recognized as the leader. Their responsibilities cannot be handled by someone 

else, no matter how good intended that individual is; nor, by a board member who is willing to 

donate the time, because the role of the fire chief and board member are very different (see 

Responsibility of the Fire Chief). Do not be confused, there will still be plenty of growing pains 

to work on the 90% of the iceberg, but the answer lies in leadership of the fire department. The 

other lies in leadership of the board – to be discussed in the Responsibilities of the Fire Board. 

The need for the administrative assistant to have more hours is a discussion the board should 

have; but also recognize the differences in job responsibilities.  
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Administrator Or Fire Chief? 

The consideration of a resolution by the NAFRS board to investigate the potential for adding an 

independent administrator position within the Northfield Area Fire and Rescue Service led to the 

McGrath Consulting Group, Inc. becoming retained by the NAFRS board. The board is sharply 

divided on this concept and although several board members felt it would eliminate the current 

board dysfunction, others believe it would only escalate it.  

 

The consultants were provided with a sample draft copy of the job description, duties, and 

responsibility of a NAFRS Administrator (see Appendix A). It would be advantageous for the 

reader to read Appendix B prior to continuation of this section.  

 

The consultants have spent considerable time assessing the draft job description of the proposed 

administrator. In fact, this firm had previously hired municipal city managers/administrators; 

therefore, they are familiar with the format and job responsibilities.  

 

Two significant issues are very apparent: 

1. The administrators job description would raise the question of who has the ultimate 
authority within the fire department? 
 

2. Traditionally, these are duties and responsibilities of the fire chief.  
 

Determining an effective command structure and reporting structure within the fire department 

could prove difficult. Certainly, if the draft administrators job description was implemented, it 

would appear to establish another layer of management between the fire chief and the board. 

Does the fire chief report to the administrator?   

 

The board has adopted the NAFRS Standard Operating Guidelines and under section 705 Fire 

Chief it indicates: 
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Purpose: 

ñTo be responsible for the overall management, supervision, and administration of the 

Northfield Area Fire and Rescue Serviceò   

 

The existing problem is the structure of the fire department, not layers of management. The 

iceberg model clearly identifies the issue is the systemic structure, the largest part of the iceberg, 

the need for a full-time fire chief to perform the functions that most fire chiefs are held 

responsible for. The issue is the fire department leadership structure, not another layer of 

bureaucracy that would be added by adding an administrator.  

 

Responsibilities of the Fire Chief – Sample Best Practice 

The Consultants recommend the hiring of a Fire Chief.  The following is rationale for the 

recommendation and best practices for the responsibilities of the Administrator / Fire Chief. 

Appendix B is a sample job description for a fire chief for an organization the size of NAFRS. 

 

The fire chief is the administrator of the fire department. The fire chief performs the 

administrative functions of planning, organizing, direction, coordinating, and controlling the 

operations of the department and the personnel under his/her jurisdiction. It also requires 

responsibility for the proper operation, testing, and maintenance of apparatus, equipment, and 

facilities.  

 

The position requires the utilization of personnel, development and training of personnel, 

performance evaluation, organization moral, safety of personnel, equipment maintenance and 

utilization, budget preparation, the enforcement of local codes and ordinances, Minnesota state 

statutes, and federal regulations as well as rules, regulations, policies, and procedures of the fire 

department. The fire chief exercises all lawful powers of the office and issues such lawful order 

as are necessary to assure the effective performance of the department.  

 

The fire chief shall determine the method for delivering the types and levels of service the 

district shall provide: i.e. fire suppression, fire prevention, safety education, rescue/extrication, 
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water/ice rescue. etc. as approved by the board. The fire chief shall determine the policies of 

operation as to how the fire department will meet such direction of the fire board, and be held 

accountable for the meeting and direction by the board.  

 

Reporting To Governing Bodies And Public 

The fire chief is responsible for being the communication conduit between the fire department, 

governing officials and the community.  The fire chief is responsible for proving effective two-

way communication related to the activities of the fire department, including attending meetings 

of the municipalities within the district.  The fire chief is responsible for improving relationships 

between citizens, fire board, community and the fire department.  The fire chief is responsible for 

ensuing his/her own actions are for the good of the fire department, not his/her own interests. 

 

Administrative Duties 

The fire chief is responsible for attending all board meetings and/or other meetings as required.  

The fire chief assists the board Chair in the preparation of board meeting agendas.  The fire chief 

composes correspondences, reports, memos, letters and other related communication materials 

for board meetings.   

 

Reception And Customer Service 

The fire chief is responsible for providing customer service in an effective and efficient manner.  

This includes receiving and managing all requests, complaints, and information from the public 

and transmits to staff and/or board to process as necessary.  This also includes answering phones, 

providing information to the public upon request, assisting them with questions, researching 

information or records, and directing the public to the appropriate persons. 

 

Monitor Fire District Budget 

The fire board approves the annual fire department budget.  The fire board is responsible for 

monitoring of the annual fire department budget on a routine basis.  The fire chief should 

supervise the administration of the department budget preparation with assistance of other 
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administrative personnel, developing and maintaining an effective system of reports.  Monthly 

spreadsheets should be developed, reviewed and then submitted to the fire board by the fire chief 

and/or administrative assistant.  These include all private contract financial documents.  The fire 

chief and fire board should work closely in this accountability process and should maintain an 

ongoing open line of communication regarding the budget. 

Accounting And Finance 

The fire chief in conjunction with the Administrative Assistant are responsible for the over site in 

processing bills for payment and maintaining all financial records.  The fire chief is responsible 

for monitoring the fire department budget on a routine basis.  The fire chief should supervise the 

administration of the department budget preparation with assistance of other administrative 

personnel, developing and maintaining an effective system of reports.  Monthly spreadsheets 

should be developed, reviewed and then submitted to the fire board by the fire chief and/or 

administrative assistant.  These include all private contract financial documents.  The fire chief 

and fire board should work closely in this accountability process and should maintain an ongoing 

open line of communication regarding the budget. If the department continues with an outside 

agency, continue to work with them in bill payment, development of reports, and accountability 

processes. Having a third party adds to the accountability process. 

Capital Improvement Planning 

The board should develop and adopt a strategic plan which outlines the future vision for the fire 

department.  The board, in conjunction with the fire chief, should develop a master plan which 

clearly defines future capital expenditures for fire apparatus, equipment and facilities.  This 

information is essential in determining future budget implications.  Once developed, the master 

plan and capital expenditures should be reviewed and updated on an annual basis by the board 

and fire chief.  The fire board should continue to utilize the expertise of the department’s 

leadership team in the process of capital planning. The Fire Chief monitors the capital 

improvement plan and develops the specifications for apparatus when replacements are needed.  

It is the recommendation of the Fire Chief as to the type of apparatus, equipment required. 

 



McGrath Consulting Group, Inc.  Page 36 

 

 

Leadership And Supervision 

The fire chief serves at the pleasure of the Joint Powers Board (JPB).  The boards responsibility 

is to create policies and ensure such policies are being followed.  Board policies involve 

determining the types and levels of service the department shall provide.  The fire chief shall 

determine the policies of operation as to how the department will meet such direction from the 

board, and shall be held accountable for meeting that direction. 

 

The fire chief is the administrator of the fire department.  The fire chief performs the 

administrative functions of; leadership, management and supervision.  This involves; planning, 

organizing, directing, coordinating and controlling the operations of the department and the 

personnel under his/her jurisdiction.  The fire chief is responsible for enforcing all local 

ordinances, State Statutes, and federal regulations as they apply to fire/rescue services.  In 

addition, the fire chief is responsible for developing, instituting, and applying uniformly all 

department rules, regulations, policies and procedures that direct the operations and personnel 

within the department.  The fire chief exercises all lawful powers of the office and issues lawful 

orders as necessary to assure the effective performance of the department. 

 

Leadership Soft Skills  

Less visible than the technical skills, but equally (many argue more) important, are the leadership 

soft skills referring to interpersonal relationship aka “people skills”.  The fire chief is responsible 

for leading, coaching and mentoring all department personnel.  This involves, but is not limited 

to; leading members by personal example, managing member personnel issuers, establishing a 

positive work environment, instructing members, supporting members and holding all members 

accountable to the same industry standards and requirements.  Developing an established and 

consistent process and procedure for filling all department promotional vacancies is an essential 

component to leading, coaching and mentoring subordinate members.  Building the leaders and 

managers of the future fire department is an essential function of the fire chief position. 
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Whereas, technical skills have been compared to a science, leadership soft skills are compared to 

art. Leadership soft skills are often overlooked because they are difficult to quantify; however, it 

is these very skills that make volunteers feel appreciated and wanting to serve. Soft skills results 

are best achieved when the leader is present in many different situations and can adapt the 

leadership to the circumstance. Therefore, a full-time fire chief has the advantage of being at the 

right place at the right time allows the leader to utilize these important skills: 

¶ Building and leading effective teams 

¶ Building relationships at all levels  

¶ Communication  

¶ Creating a culture of trust and respect 

¶ Emotional intelligence 

¶ Learning agility 

¶ Motivating and engaging others 

¶ Political savvy 

¶ Resiliency 

¶ Self-awareness 
Source: Kalman, F. (2012). Top 10 Leadership Soft Skills. Chief Learning Officer 

 

Conclusion 

It is the opinion of this consultant that the NAFRS Board should hire a full-time Fire Chief 

position.  The board should require the position to fulfill the duties and responsibilities of the fire 

chief position as already established within the JPA.  While the hiring of a full-time position 

within an all-volunteer organization may create some internal stress among certain members, it 

will be far less than introducing an outside Administrative position into the department.  In fact, 

the introduction of the full-time fire chief into the department, and performing the duties and 

responsibilities of the position on a daily basis, may be seen as a positive step by many members.  

Improving internal oral and written communication, board reporting, administrative scheduling, 

administrative communication, and public relations is the goal.  Hiring a full-time fire chief, 

available Monday through Friday, working regular business hours is the answer.   
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Contingency Plan 

The consultants recognize that moving to a full-time fire chief is a significant and perhaps 

frightening consideration. First it contrary to the traditional volunteer environment current and 

historically enjoyed by the department. Secondly, there are significant changes in place or under 

consideration: e.g. renovation of the fire station, consideration of becoming a taxing district, and 

fiscal capabilities. The consultants understand these concerns but perhaps they are even more 

reasons a full-time chief would be advantageous at this point.  

 

However, if for fiscal reasons or there becomes a vacancy in the fire chief position before a full-

time fire chief is hired, the consultants would offer these suggestions for consideration: 

¶ Develop the strategic plan with the creation of a full-time chief as a high strategic 
initiative, within one year.   
 

¶ The part-time chief establishes office hours on a certain number of days and for a 
designated time. 
 

¶ Begin the planning for the capital funding for the position of fire chief and perhaps full-
time administrative assistant. 
 

¶ Continue to utilize outside contractors for areas of expertise need in the administration 
of the fire department. 
 

¶ Begin to develop a time frame for board members performing administrative duties 
and/or operational policies, to revert back to policy makers.  
 

¶ Fill the part-time fire chief position through a promotional process of internal 
candidates, or hire an interim contractual fire chief to help during the transition period. 
(Note, internal candidates must have qualifications as outlined in the provided job 
description). 

 

Would the Creation of a Full-time Fire Chief Damage the Volunteer Philosophy? 

Board members have indicated that a full-time position would be the end of the volunteers and a 

career department is too expensive. The consultants are not recommending career employees 

beyond the fire chief and perhaps the administrative assistant. There are a number of fire 

departments throughout the United States that have one or two full-time key administrative 
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personnel (Fire Chief and a few others) with the remaining membership volunteers and/or paid-

on-call.  Thus, the hiring of a Fire Chief to ensure that the administrative, legal, training, and 

operational aspects of the organization are attended to does not mean the change in staffing 

methodology. 

 

In staffing methodology, the next step would be implementation of the paid-on-call to paid-on-

premise, which are part-time employees working designated shifts. The consultants do not 

believe part-time firefighters are needed now.  Thus, the hiring of a full-time fire chief will not 

damage the current volunteer – paid on call staffing structure; it could however, potentially 

improve it.  

 

Recommendation ς Systemic Structure 
¶ The consultants do not support the independent position of adding an administrator to 

the NAFRS organization; rather they highly recommend that the position of full-time fire 
chief be created and that individual fulfills those duties. Priority 2 
 

¶ The JPA board should begin to plan for the placement of a full-time fire chief. Priority 2 
 

Fire Chief Recruitment 

The hiring of a full-time chief should begin with the development of a job description.  A sample 

has been provided (Appendix B).  The selection should be as objective as possible and include 

assessment testing which requires candidates to demonstrate skills versus just discussing them.   

 

A committee comprised of the board chair, vice-chair, city ex-officio, and one other board ex-

officio, along with two members of the community, should serve as the selection committee.  

This selection committee, along with either the Director of Human Resources from the city, or a 

consulting firm as facilitator, will work to set the traits of the fire chief, develop the ad, collect 

and screen resumes, and then work with the firm hired to run an assessment center.  This 

committee will bring forth the final two or three candidates to the entire board for approval. 
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During the assessment center process, one of the exercises may be a small group of employees to 

interview the final candidates.  The facilitator of the assessment center can bring the member’s 

views on the candidate to the assessors for consideration.  Considering the closeness of this 

group, involving members in the process may be a benefit in the acceptance of the first full-time 

chief. 

 

The job offer to the fire chief should be a unanimous vote of confidence by the entire board. A 

split vote is problematic and many candidates would be resistant to accept an appointed position 

without a unanimous vote. The finalist should be offered a minimum of a two-year contract to 

give some assurance of stability.   

 

Increasing Leverage ï Figure 1 ï Downwards Arrow 

The most important thing to understand when solving a problem, is the greatest leverage is 

changing the structure. The 90% of the iceberg is underwater, out of sight and therefore, the 

beliefs, behavior, and the agenda of the board is the very thing that will prevent the ice from 

melting and keep the current environment in place. Do not believe for a minute, that what you 

cannot see, or choose not to see, won’t hurt you – it will kill your opportunities and perhaps the 

organization in the process.  

 

Most individuals and organizations fail to reach their potential, not because of outside factors, 

rather by lack of courage, controlled risk taking, willingness to change, and most importantly 

recognizing the valuable resources by which they are surrounded (members).  Increasing 

leverage in the iceberg model represents the pressure that will be exerted from both external and 

internal organization pressures to remain with the status-quo. Those individuals and 

organizations that succeed, do so because they have leadership, that from day one, believed they 

could.  
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Recommendation ς Increasing Leverage  
¶ The status-ǉǳƻ ƛǎƴΩǘ ǿƻǊƪƛƴƎ ŀƴŘ ƛǘ ǿƛƭƭ ǘŀƪŜ ƎǊŜŀǘ ŎƻǳǊŀƎŜ ŦƻǊ ǘƘŜ ōƻŀǊŘ ǘƻ ǳƴƛŦȅ ŀƴŘ 

change the foundation of the organization placing a full-time fire chief as the leader who 
is responsible to the board. This action needs to occur as soon as possible. Priority 2  

 

Governance   

Minnesota State Statute, section 471.59, JOINT EXERCISE OF POWER, authorizes two or 

more governmental units, by agreement, may jointly or cooperatively exercise any power 

common to the contracting parties.  In this case, NAFRS has become a governmental unit that 

provides fire protection and rescue services to the signatories of the Joint Powers Agreement.    

 

Recommendation ς Definition of Terms 
¶ A reader of the JPA would be well served if at the beginning of the document there were 
ŀ ǎŜŎǘƛƻƴ ƻŦ ά5ŜŦƛƴƛǘƛƻƴ ƻŦ ¢ŜǊƳǎέΣ ǳƴŘŜǊǎǘŀƴŘƛƴƎ ƻŦ ǘŜǊƳǎΤ ŦƻǊ ŜȄŀƳǇƭŜΣ organization 
needs to clear if it is referring to the board or fire department. Priority 5  

 

NAFRS is governed by the Joint Powers Board, as outlined within the JPA.  The board was 

created to facilitate the performance of the JPA throughout its’ life.  The board receives its 

authority from the JPA and has been given the power (authority) to make recommendations to 

the members (signatories to the JPA) to improve cooperation and efficiency in carrying out the 

intent of the agreement and to make recommendations for amendments and supplements to the 

agreement.   

 

The structure of the board has been previously described as eight voting members and six ex-

officio non-voting members of the board.  Board members were appointed prior to the effective 

date of NAFRS, September 1, 2014.  Accordingly, the board selected a Chair and Vice-Chair 

annually and therefore serve together for the same period.  

 

Recommendation ς Election of Chair and Vice-Chair 
¶ The position of chair and Vice-chair should be staggered so that the chair serves a two-

year period and the vice-chair begins their term at the beginning of the second year of 
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ǘƘŜ ŎƘŀƛǊΦ ²ƘŜƴ ǘƘŜ ŎƘŀƛǊΩǎ ǘŜǊƳ ŜƴŘǎ ǘƘŜ ǾƛŎŜ-chair would move into that position. This 
would allow all board members to serve, if desired, in these two positions. Priority 3 

 

The JPA addresses when meetings shall be held, the number of members required to constitute a 

quorum, and some agreed upon meeting procedure should be used to govern said meetings. The 

board can adopt other rules of procedure, decorum and bylaws not inconsistent with the JPA and 

consistent with standard custom and practice for meetings of local government units.  Meetings 

of the board must comply with:  

 

Minnesota Statutes, Chapter 13D ï the Open Meeting Law 

¶   Chapter 13D places requirements on public bodies when conducting 
meetings.  Minnesota Statutes, section 13D.01, requires meetings of public bodies to be 
open to the public and provides that when closing a meeting, a public body must "state 
on the record the specific grounds permitting the meeting to be closed and describe the 
subject to be discussed." 
 

¶ Chapter 13D also requires that public bodies provide notice of meetings. 
 

The powers and duties and functions of the board are clearly outlined within the agreement, and 

provided by Minnesota law.  The board is also given such further powers necessary to carry out 

the intent and purpose of the organization.  Upon our review of Item 5(f), Powers and Duties of 

the Board in the JPA, it appears that this section adds considerable subjectivity, if not 

contradiction, to the typical responsibilities of a governing/oversight body and the 

responsibilities of the fire department.   

For example: 

1. 5(f)i  To control and direct the administration of the affairs of NAFRS;  
a. ¸ŜǘΣ ǘƘŜ CƛǊŜ /ƘƛŜŦΩǎ Wƻō 5ŜǎŎǊƛǇǘƛƻƴ όтлрύ ǎǘŀǘŜǎ ǘƘŜ ǇǳǊǇƻǎŜ ƻŦ ǘƘŀǘ Ǉƻǎƛǘƛon is to 

be responsible for the overall management, supervision and administration of the 
Northfield Area Fire and Rescue Service.   

 
2. 5(f)ix  To hire, terminate and discipline employees and administer all other personnel 

and human resource matters 
a. The Fire /ƘƛŜŦΩǎ Wƻō 5ŜǎŎǊƛǇǘƛƻƴ ǎǘŀǘŜǎ ǘƘŜ /ƘƛŜŦ ƛǎ ǊŜǎǇƻƴǎƛōƭŜ ŦƻǊ ǊŜŎǊǳƛǘƛƴƎΣ 

hiring, and evaluation of members. 
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3. 5(f)xiii To allocate costs to service recipients and make all operational and fire service 
decisions 

a. ¢ƘŜ CƛǊŜ /ƘƛŜŦΩǎ Wƻō 5ŜǎŎǊƛǇǘƛƻƴ ǎǘŀǘŜǎ ǘƘŜ ŎƘief is responsible for the overall 
management, supervision and administration of the department. 

 
b. ¢ƻ ǎŀȅ ǘƘŜ .ƻŀǊŘ ǿƛƭƭ ƳŀƪŜ άŀƭƭ ƻǇŜǊŀǘƛƻƴŀƭ ŀƴŘ ŦƛǊŜ ǎŜǊǾƛŎŜ ŘŜŎƛǎƛƻƴǎέΣ ǊŜƳƻǾŜǎ 

the fire chief of the responsibilities of that position.  It begs to ask: would the 
chief make any decisions?  The Boards authority creates an atmosphere of 
micromanagement.  

 

4. 5(f)xiv (The Board will) establish policy and procedures and safety regulations for 
operations and fire services 

a. This is an example of the typical duties expected of the fire chief. 
 

The consultants have added the following two sections that describe the roles and responsibilities 

of most boards and fire chiefs. The intent of these two sections are for reference as a sample 

definition of roles and responsibilities of board and fire chief and are not intended to imply the 

board or fire chief are performing or not performing these functions: The consultants understand 

the two sections are similar but are written in this manner to clarify the distinction between the 

two bodies.  

 

Responsibilities of a Board – Sample Best Practice 

Governing boards create policies and ensure such policies are being followed. Boards do not 

dictate how the fire chief perform those policies; rather they hold the chief responsible for 

following the board policy. Sometimes both board members and fire chiefs get confused as to 

exactly what their role and responsibilities are.  

 

Board policies involve determining the types and levels of services the fire department shall 

provide i.e. fire suppression, fire prevention, safety education, rescue/extrication, confined space 

rescue, hazardous material response, water/ice rescue, etc. Once the board establishes a clear 

policy for the fire chief, it is the fire chief’s responsibility to determine the most prudent and sage 

message to accomplish those board policy directions. This is accomplished through the 

development of Standard Operating Guidelines that department members must follow.  
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The board must speak in one voice, although the board members might disagree that the message 

to the chief must be a single unified message. No leader can be successful if they are receiving 

multiple/mixed messages for board members. Ultimately, it is the fire chief who is accountable 

for meeting the policies of the board.  

 

Additional duties of a board include, but are not limited to: 

 

Reporting to Governing Bodies and the Public 

Fire board members are responsible for being the communication conduit to their respective 

communities and governing officials.  They are responsible for providing effective two-way 

communication of the activities of the fire department to their respective community, as well as 

to provide information to the department from the community.   

 

Each fire board member is responsible for improving relationships between citizens, fire 

department personnel and the board itself.  They are responsible for resolving issues which were 

not resolved by the fire chief.  Each fire board member is responsible for ensuring their own 

actions are for the good of the fire department and constituents they represent, not their own 

interests.   

 

Appointment of Fire Chief 

The fire board is responsible for hiring and removal (after due process) of the fire chief, if 

deemed necessary.  The fire board is responsible for developing the process, procedures and 

timeline for hiring the fire chief.  Once hired, the fire chief should be confirmed by the fire board 

to serve at their discretion, until removed by a 2/3 vote of the fire board members for cause. 

 

Confirmation of Subordinate Fire Officers 

The fire chief is responsible for developing the process, procedure and timeline for filling all 

department officer’s promotional (i.e. lieutenant, captain, assistant chief) vacancies within the 
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fire department.  Following completion of the promotional process, the fire chief should submit 

the names of the candidates for the specific department officers position to the fire board for their 

review.  The fire board should approve these appointments by a simple majority vote, or show 

cause for rejection.  The purpose of allowing the fire chief to appoint his/her second in command 

allows the chief to establish a foundation for his/her leadership team.  

 

Hiring of New Department Members 

The fire chief is responsible for developing the recruitment process, procedures and timeline for 

hiring new fire department members.  Following completion of the hiring process, the fire chief 

shall submit the names of the candidates for the position of “recruit firefighter” to the fire board 

for their review.  The fire board should approve these appointments by a simple majority vote. 

 

Monitor Fire Department Budget 

The fire board approves the annual fire department budget.  The fire board is responsible for the 

monitoring of the annual fire department budget on a routine basis.  Monthly spreadsheets should 

be submitted to the fire board by the fire chief.  The fire board and fire chief should work closely 

in this accountability process and should maintain an ongoing open line of communication 

regarding the budget. 

 

Oversee Monthly Activities 

The fire board is responsible for monitoring the monthly activities of the fire department.  This 

includes reviewing monthly activity reports of all matters that involve expenditures, revenues, 

fire/rescue response, training activities, public education and community relations. 

 

Capital Improvement Planning 

The fire board should develop and adopt a strategic plan which outlines the future vision for the 

department.  The fire board should develop a master plan which clearly defines future capital 

expenditures for fire apparatus, equipment and facilities.  This information is essential in 

determining future budget implications.  Once developed, the master plan and capital 
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expenditures should be reviewed and updated on an annual basis.  The fire board should continue 

to utilize the expertise of the department leadership team in the process of capital planning. 

 

Setting Goals and Objectives 

The fire board should work closely with the fire chief to establish a set of annual goals and 

objectives for the fire department.  The key word here is with  not for  the fire chief.  Once 

established, the fire chief is responsible for fulfilling, implementing, or carrying out the fire 

board directives. 

 

Goals should be: 

¶ Specific ς define in writing exactly what is to be expected 
 

¶ Measurable ς a feedback system must be established to indicate progress and 
accomplishment of the goal or objective 
 

¶ Attainable ς ensure that the fire chief has the necessary resources to accomplish the goal 
 

¶ Relevant ς a set priority of importance to the delivery of quality, cost-effective services 
 

¶ Time Frame ς a method to communicate progress and a well-defined outcome as to 
when the goal is to be completed 

 

Joint Powers Board Bylaws 

The JPA provides the Board (JPB) with the authority to adopt bylaws establishing its own 

procedures consistent with the agreement.  The board is given further authority to amend its 

bylaws by a majority vote of the members. 

 

The consultants have been informed by numerous individuals that the integrity of the volunteer 

(paid-on-call) fire department must be maintained.  The JPA states: (Item 15, Personnel) the 

board shall ensure continuance of a strong, paid on call fire service. Yet, it appears by reading 

the JPA and JPB bylaws, the board is assuming and ultimately performing many of the duties 
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expected of the fire chief.  The question that must be asked, is the board performing the chief’s 

duties solely to maintain that position as volunteer? 

 

Recommendation ς Board Responsibility 
¶ The Joint Powers Board should ensure the role and responsibility of the JPA align with 

those outlined in the report.  Priority 2 
 

Strategic Planning 

Strength, Weakness, Opportunity, Threats (SWOT) 

The purpose of a SWOT analysis is for organizational planning, strategic planning, marketing, 

exploring new opportunities, and identifying potential organization threats. The SWOT letters 

stand for: strength, weakness, opportunity, threats of the organization. The strength and 

weakness are internal to the organization; whereas, the opportunity and threat are external 

influences to the organization.  

 

The SWOT exercise can serve as the base for development of a strategic plan by identifying the 

internal strengths and weaknesses of the organization, as well as, the external opportunities and 

threats from external influences. Many organizations also benefit from the team building aspect 

of the exercise.  

 

Strategy is all about alignment; in particular, alignment of the department’s capabilities and 

resources with its environment. Most fire departments have the same opportunities; the 

difference is, can the organization seize the opportunities and pursue them? Or, is the department 

frozen at some point and not focusing on opportunities; rather, the wrongs of the past. Such is the 

case for the NAFRS organization.  

 

The consultant had listed two separate SWOT exercises in their proposal. However, after the first 

site visit, it was apparent what many of the major issues were and the consultant, without 

direction from anyone associated with NAFRS, combined the two exercises into a single 

meeting. The intent was to watch the interaction between the NAFRS board and fire department. 
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The response to that decision certainly validated the observations already made; however, not 

support by some stakeholders. The consultant believed it was important to ensure everyone that 

there was no conspiracy by any NAFRS individual; rather solely a decision of the consulting 

project manager to conduct the consolidated SWOT analysis.    

 

Because of the concerns expressed of the consolidated SWOT analysis, the consultant scheduled 

two additional SWOT exercises: one for NAFRS board members (weekday), and one for fire 

department members (weekend evening). Although no one attended the fire department SWOT 

exercise, the NAFRS board exercise was most beneficial.  

 

The exercises began with explaining the SWOT purpose and procedure. It was emphasized that 

all members in the room had equal input, regardless of their municipal or department status. The 

exercise began with internal factors and a list of participant’s input was recorded on large 

flipchart in the front of the room. After all the “strengths” of the organization were listed, the 

consultants queried the group to see if any items were similar in meaning and could be 

combined. The decision to combine or not to combine was that of the two individuals who 

submitted the input.  

 

All members are given three votes: 

 Mark the number three (3) on the item you deem best represents your view 

 Mark the number two (2) on the item you deem is important but not your first choice 

Mark the number one (1) on the item you deem is important but not your first or second 

choice 

The same procedure was followed for the other major areas of the SWOT after which the 

consultant lists all of the SWOT input along with total votes to ensure all individuals voted 

correctly and submits the findings to the organization.  
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Fire Department SWOT 

As previously noted, although there were a considerable number of fire department members in 

the facility upon our arrival, after having just finished an emergency response, no fire department 

members chose to participate in the exercise. It is unfortunate, given the opportunity, the 

membership did not attend; therefore, the consultants were unable to hear their input directly.  

 

NAFRS Board SWOT 

A total of seven voting or ex-officio members attended and participated in the exercise. The 

consultants were told the administrative assistant called all members and less than a quorum 

would attend; therefore, a meeting notice was not required. What is missed in this statement is 

the perception of transparency. By publishing a special board meeting notice everyone is aware 

of the purpose and time of the meeting and if a board member finds they could attend at the last 

minute no issue would have been encountered. Calling the members is a prudent thing to do; 

however, not posting the special meeting notice opens the board to potential criticism that could 

be completely unfounded e.g. not all members were contacted etc. The consultants believe 

posting a special meeting is a prudent thing to do regardless of the number of board members 

who might or might not attend.  

 

The table below illustrates the topics and voting of the NAFRS board at this exercise: 

 

Table 5: SWOT NAFRS Board 

Board SWOT Summary 

Internal 

Strengths   Weaknesses 

17 Volunteers/Dedicated Members   12 Missed Opportunities with JPA 

10 Community Support   9 Facility Management/Lack of Apparatus Space/Flooding 

9 JPA Agreement   9 
Public Process/Board/Working Policy Board/Board 
Processes 

4 Financially Strong   8 Lack 8 Hour Business Office/Inadequate Admin Staffing 

1 Board Expertise   3 External Communication 

1 Facility Location   1 Lack of Respect Board Members 

  Firefighting Services     Apparatus/Equipment 

  People     /ƻƳƳǳƴƛŎŀǘƛƻƴ .ƻŀǊŘκC5 ҧҨ 

  Training Cooperation     Lack of Transparency 
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Board SWOT Summary 

Internal 

        Lack of Trust 

        Open Meeting Issues 

        Resistance to Change 

        Unauthorized Decision Making 

42 Total Votes   42 Total Votes 

 

External 

Opportunities   Threats 

11 
Improve Process in Advocating, 
Justifying the Needs of the Department 

  14 Recruiting/Retention 

9 
Eliminate Administrative Duties by 
Board Members 

  9 Fiscal Authorization Processes 

8 Clarify Processes   5 Not Fixing Boada Dysfunction 

5 Facility Expansion    4 Negative Public Perception  

3 
Continue Improvement Service 
Delivery 

  3 Government Regulations  

  Improve Public Communication   3 Taxing District 

1 Taxing District   2 Accepting Democratic Process 

  Collaboration   2 Service Level Expectations 

  
Create Strong Community Leaders 
(Board Members) 

    Apparatus Equipment Costs 

  Impending Leadership Changes     Countywide Recruiting/Retention 

  Internal Communications        

37 Total Votes*   42 Total Votes 

 *One individual didn't vote    

 

The consultants believe it was a very useful two-hour exercise, inasmuch as some board 

members had participated in the joint SWOT prior. Although there were tough topics listed, the 

participants are to be commended for their professionalism and participation. There was only one 

participant who choose not to vote in the areas of opportunities. In summary, the concerns listed 

in the “Issues to Opportunities” were clearly stated.  

 

Joint Board & FD SWOT  

This was the first SWOT conducted and consisted of 17 members (8 board, 9 fire department) 

singed up although 13 from each group were initially invited. The results of the exercise are 

illustrated in the table below: 
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Table 6: SWOT Joint Board & FD 

Board and FD Members SWOT Summary 

Internal 

Strengths   Weaknesses 

29 Personnel /Crew/Firemen   24 Trust Issues/Historical 

13 Longevity /Institutional Knowledge   18 Negative Historical Baggage 

10 Good Equipment    13 Board Member Control (wants control) 

9 
Strong Volunteer 
Spirit/Volunteerism 

  13 Condition of Facility  

8 Retention of Members    11 Adversary Board Members (at times) 

5 Community Support   5 Over Reliance of Board Members to do Administrative Tasks 

5 Labor Pool is Strong   4 Capital Purchase Approval Process (need 3 different municipal 

votes) 

4 Good Safety Record   3 Communication Disconnect (Operations & Board) 

3 Cost Effective   3 
Firefighter Pyramid is Top Heavy (lack of succession 
planning) 

3 Diverse Staff/Unique Talents   2 Lack of Diversity 

3 Strong Financial Partners   2 Communication with the Board/Parties  

2 
Dedicated Board 
Members/Competent 

  1 Cost of Equipment 

2 Recruiting   1 Perception/Hidden Agendas 

2 Strong Relief Association   1 Phase of Evolving Change 

2 Work Ethics    1 Resistance to Change - Governing Body  

1 Fiscally Strong   0 Communication with the Public 

1 Members Give Back to Community   0 Financial Uncertainty  

0 Able to Evolve with Change   0 Lack of Daily Public Presence in Station (Not in during day) 

0 Engaged Stakeholders   0 Lack of Team Building 

0 Fire Station Location (good)   0 Training Requirements New Recruits too Excessive 

0 Good ISO Rating       

0 Good Water System       

0 Knowledgeable Work Force       

0 Long History of Success       

0 Relationship with EMS and Police       

0 Sleeper Staff       

0 Strong Sense of Tradition       

102 Total Votes   102 Total Votes 
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External 

Opportunities   Threats 

30 Facility Improvement   21 Regulations Compliance Burden 

16 Technology Enhancement   18 Lack of Funding/Support 

14 Taxing District   12 Leadership Succession 

13 Diversification/Visionary Leadership   12 Lack of Volunteerism/New Labor Pool  

12 Partnerships (College/Healthcare)   10 Increase Complexity of Services 

6 Operational Best Practices   9 Daytime Call Availability 

5 Synergies with other Fire Agencies    6 Increase Legal Risk 

3 
Continue to Change 
Response/Operate 

  5 Recruitment 

3 Regional Training   3 Communications involving Recruitment 

0 
Consensus of Leadership (FD & 
Board) 

  2 Compliance/Denial/Why Change 

0 Grants (federal/state)   2 Modified Job Description 

0 
New/Different Recruitment 
Strategies 

  2 Workforce Life Balance 

      0 Burnout 

      0 Changing Environment Against Us 

      0 Inflation 

      0 Public/Government Expectations 

      0 Training Overload 

102 Total Votes   102 Total Votes 

 

What was of value to the consultants was the interaction and non-verbal communication amongst 

the participants. Again, the two exercises were of value and certainly solidified the observations 

of the consulting team.  

 

What can be gained from these exercises is the development of a strategic plan.  The board, 

along with fire department administration, should use the four categories of both lists as a 

discussion point to develop strategic initiatives and goals, and begin to address the needs of the 

organization.  This exercise is a great way to identify what is going well, and develop goals to 

continue to keep these programs/policies going; and develop strategies and goals to work on 

those areas that may be problematic. 
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The SWOT provides the organization an opportunity to see the organization.  For example, it 

identified that Trust issues/Historical and Negative Historical Baggage continue to be problems. 

Thus, 41.2% of the organization in the joint SWOT analysis identified that this organization 

continues to look through the rear view mirror.  A great quote by a leader: “Let us not seek to fix 

the blame on the past; let us except her own responsibility for the future.ò President John F. Kennedy  

 

Recommendation ς SWOT 
¶ Utilize the results of the SWOT analysis to begin the development of a strategic plan and 

begin to address some of the major issues within the department.  Priority 4 
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Succession Planning 

The major issue is the succession planning of the fire chief.  The consultants have already 

discussed the need for a full-time fire chief and contingencies offered in a previous section.  

Once that position is filled, succession planning is a responsibility of the fire chief, and it is also 

the fire chief’s responsibility to direct the succession planning of his/her officers. 

 

 The consultants were provided data from the fire department administration that listed all 

current employees date of birth and years of service on the department. The consultants 

acknowledge that membership numbers can be very fluid and therefore, represent a snap shot in 

time.  

 

Nationally, the highest turnover in volunteer members occurs within the first year, while 38.6% 

of turnover occurs within the first five years. On average, the consultants found that in most 

volunteer/paid-on-call departments, only one in three recruits remain with the organization after 

one year from entry. This turnover rate increases to an additional 23.9% by the ten-year 

anniversary date.  

 

The figure below illustrates the NAFRS membership tenure on the department: 

 
Figure 3: NAFRS Years of Service 
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Twenty-nine percent (29%) of the NAFRS have less than five years of service.  Another 16% is 

within five and less than 10 years of service; thus, another group of individuals who are at risk. 

These figures may be problematic inasmuch as turnover in volunteer departments is significant 

during this time period, and the younger the employee, the less likely they are to remain in the 

same job and/or location. The importance of this data reinforces the need for an active 

recruitment and retention program in the fire department.   

 

With that said, 55% of the department’s membership, or 17 of the 31 members have 10 – 30 

years of service. This speaks highly of the organization’s efforts to retain volunteers. On the flip 

side, it means that these individuals may be leaving the department soon or will begin to have 

problems performing the physical nature of fire work, which could lead to higher worker’s 

compensation claims. Thus, the need for training will become increasingly important. The 

Department needs to strengthen its recruitment program as well as continue to find ways to 

encourage individuals to remain active within the department. 

 

In volunteer/paid-on-call organizations, the department must also be conscious of the age of its 

members. There is a tendency for individuals in their thirties to be less active as home, work, and 

family obligations take precedent. NAFRS data provided indicated: 

 
Figure 4: NAFRS Age Groupings 

 

<20 20-29 30-39 40-49 50-59 60 & >

Members 0 0 13 9 7 2

Percent 0.0% 0.0% 41.9% 29.0% 22.6% 6.5%
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The department has an interesting mix of age grouping in that the entire department is age 30 and 

above.  There are no members under the age of 30; thus, its recruitment efforts are not reaching 

younger individuals.  With two college campuses in the area, the department should consider 

tapping into this resource of current students, for either interns, or utilizing the campus as a 

recruitment source to bring in interested younger talent. Although these individuals may not stay 

in the area after graduation, their talents may be utilized while they are in school.  Also, one may 

never know if they move back into the area at a later date.  Having a positive interaction with the 

fire department during school may prompt a return later in their careers.  

 

In addition, consideration should be given to starting an Explorer Post to generate interest in the 

fire service for younger individuals and/or participation in the “career day” in the local high 

school. Although individuals less than 40 are the most vulnerable to family and work pressures, 

they do bring in newer ideas as well as stronger technology skills. 

 

What is disconcerting about the age and years of service mix within this organization is the need 

for recruitment as well as succession planning.  Fifty-eight (58%) of the department is over the 

age of 40 – officers need to begin to identify individuals who are willing to take over leadership 

positions in the future and begin to prepare these individuals.  This entails training – not just in 

operations, but in leadership courses such as areas within human resources – recruitment, 

discipline, performance management, coaching, counseling, listening, motivation, etc.  In 

addition, even a volunteer organization needs to understand the legal issues surrounding 

personnel associated liabilities.  This can be accomplished through not only attendance at classes 

and seminars (both externally and internally), but through well-developed employee handbooks, 

training of officers on those policies, having performance evaluations, job descriptions, new 

member orientations, etc.  One needs to understand that as a separate district, the Fire Chief and 

its officers are now the human resource department and must ensure that professional policies 

and practices are developed and members are held accountable for them. Even though many of 

the legal functions are handled by an external agency, the officers of the organizations are still 
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responsible for understanding and ensuring that all legal aspects of human resources are carried 

out, as well as positive employee/member relations. 

 

The age and years of service that make-up of the organization is a double-edge sword.  The 

department should be commended for long tenured individuals; however, without bringing 

younger individuals within the organizations and without mentoring less tenured individuals 

within the organization into leadership roles – a leadership void will continue that will stagnate 

the organization so that it will not grow professionally into the future. 

 

Recommendations ς Succession Planning 
 

¶ Emphasis on recruitment to sustain membership levels.  Although all ages should be 
recruited, emphasis on recruitment of younger individuals to help bring in new ideas into 
the department should be a goal.  Priority 3 
 

¶ Development of leadership training of both current officers and those identified as future 
leaders of the organization. Assess current officer leadership skills and either send to 
external training seminars, or develop in-house training programs.  Priority 2 
 

¶ The study did not evaluate current human resource programs. The department should 
work with its HR firm to assess current employee handbooks, job descriptions, and 
performance evaluations to ensure they are up to date.  Officer training should be 
continuously being held so that all officers are knowledgeable and are performing 
according to policy.  Priority 2 
 

¶ Performance evaluations should be conducted annually with all members, for the 
purpose of not only ensuring operational competency, but to also determine succession 
planning opportunities.  Professional growth goals should be a part of the performance 
management process.  Priority 3 
 

¶ The goal of the Fire Chief should always be to ensure there are competent individuals to 
move to officer positions within the organization ς ƛƴŎƭǳŘƛƴƎ ǘƘŜ CƛǊŜ /ƘƛŜŦΩǎ ǇƻǎƛǘƛƻƴΦ  
This includes conversations, meetings, and assignments to officers to demonstrate their 
abilities.  A strong performance evaluation component should be tied to the Fire Chief 
and his/her chief officers.  This may be a separate evaluation process for chief officers.  
Priority 3. 
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¶ The Board should have the top three officers conduct an annual review of the Fire Chief ς 
with input from the entire board.  This should be accomplished after goals and 
expectations of the Fire Chief and the department have been developed by the board 
and clearly articulated to the Fire Chief.  Regular meetings ς part of the regular board 
meetings ς should be updates to these expectations.  Priority 2 
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Fiscal 

The Joint Powers Agreement that created the Northfield Area Fire and Rescue Service (NAFRS) 

is a very young agreement.  The Joint Powers Board, the oversite entity of the agreement, is 

finding its way through the new areas of organizing and overseeing the fire and rescue 

department, as well as the funding of that service.  Not only are the services expected by the 

citizens they serve, but the challenge for the Board is to obtain the fiscal resources from the 

government units being served.  The consultants received the NAFRS 2015 Annual Report that 

included the financial Statement of Operations for that year and the NAFRS Executive Summary 

– Financial Statement Highlights for the six months ending June 30, 2016. 

 

Funding   

NAFRS is funded by the participating Parties, with each contributing an allocated share of the 

total operating budget (capital and operating expenses and relief association contribution).  The 

amount of each parties’ contribution respectively for fiscal year 2016 and 2017 is: 

 

Table 7: NAFRS Funding 

NAFRS Funding 

Representing Budget % 

City of Northfield 72.22% 

Rural 22.41% 

City of Dundas 5.37% 

Total 100.00% 

 

The Party contributions shall be updated every two years beginning in 2018 

` 

Estimated Costs 

Our subsidiary company, McGrath Human Resources Group, is currently conducting a 

compensation study for the City of Northfield, MN. Although that study is in progress, Dr. 

Victoria McGrath was able to estimate approximate costs for the positions of Administrator and 

Fire Chief as illustrated below:   
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Table 8: Estimated Position Salary & Benefits 

Estimated Position Salary & Benefits 

Position Base Salary Benefits 

Administrator $80K - $85K Health, dental insurance, life insurance, 401K) 

Fire Chief $70K - $75K Health, dental insurance, life insurance, 401K) 

 

It is roughly estimated that the benefits would be approximately an additional 30% to the base 

salary. i.e. base of $70,000 plus benefits $21,000. 

 

Firefighters Relief Association 

Volunteer Firefighter Relief Associations (VFRA) are non-profit organizations established to 

afford financial protection to volunteer firefighters who suffer misfortune as a result of their 

duties.  The purpose of the VFRA is to encourage individuals to take part in the fire service as a 

volunteer, knowing that funds could be provided for the protection of the volunteer firefighter 

and their heirs. They act as a tool to recruit, retain and reward volunteer personnel who meet 

specific eligibility requirements, who can receive pension benefits upon retirement.     

The Minnesota Department of Revenue distributes state fire aid to cities, towns, and independent 

nonprofit firefighting corporations using a statutory formula based on the population and market 

values on property in their respective fire districts or service area.  Many cities and towns may 

also make voluntary contributions to their relief associations. 

 

Relief Associations receive state aid from primarily a 2% surplus tax on certain fire insurance 

purchased by Minnesota residents from insurance companies incorporated outside of the State of 

Minnesota.  In most states these funds are used to pay for insurance to protect volunteer 

firefighters, purchase fire equipment, and to cover volunteer training expenses; however, in the 

State of Minnesota it appears these funds can only be used for pension purposes (Source State of 

Minnesota Office of the State Auditor) Relief Associations, although affiliated with volunteer fire 

companies such as the Northfield Area Fire and Rescue Service, are distinct separate legal 
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entities from the fire department. Other funding for the relief association could come from local 

municipalities or the firefighters themselves.  

 

Relief Association funds are pass through dollars from the state to the municipalities to the fire 

department relief association and have no impact on the municipal taxing for fire/rescue 

protection.  
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Summary 

One of the challenges of this report was from consulting experience, having seen the placement 

of an administrator into the functions that should be handled by the fire chief. This has resulted 

in significant long-term negative results. Our firm has seen the resulting failures; however, it is 

difficult to articulate those failures for someone who has not experienced this environment.  

 

With this study, there are two main issues – the functions and actions of the board; and whether 

there should be an administrator, or are the responsibilities the normal duties of a fire chief.  

Therefore, to summarize the major findings of this study: 

 

There is dysfunction within the current board.  The analogy of the iceberg demonstrates that 

outward actions of the board – lack of following formal meeting standards, and distrust among 

members, is only the tip of the iceberg. In addition, there needs to be strong leadership and 

communication by fire department leaders.  To assist in discovering the base of the issues below 

the surface of the water, the consultants recommend the following actions:  

¶ Follow an agreed upon meeting process when conducting meetings 
o Develop agendas ς include members of the board 
o Post agendas 
o Develop & post minutes 

 

¶ The Board should establish a Chair and Vice Chair and move the terms to staggered 
years.  The Vice Chair moves into the Chair. 

 

¶ The Board and Fire Department administration should participate in team building 
ŜȄŜǊŎƛǎŜǎ ŀƴŘ ōŜƎƛƴ ǘƻ ŜǊŀǎŜ ǘƘŜ ŘƛǎǘǊǳǎǘ ŀƴŘ ȅŜŀǊǎ ƻŦ ΨƘƛǎǘƻǊȅΩ ŀƴŘ ǊŀǘƘŜǊ ǘƘŀƴ ŎƻƴǘƛƴǳŜ 
to look through the rearview mirror ς work to build future relationships 

 

¶ Work together ς Board and Fire Department to develop a strategic plan; thus, the focus 
will be on the future of the department.  Monthly meetings should concentrate on the 
progress toward the established goals. 

 

¶ As a priority, the department should work to hire the first full-time fire chief.  This should 
be a search that is conducted evaluating both internal and external candidates utilizing 
an assessment center process. 
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¶ Once the fire chief is hired, the board should work with the fire chief on setting 
performance expectations, so that they are clearly articulated. 

 

These only highlight the major recommendations.  The report contains a summary of 

recommendations with the stated priority.  As stated, this report is not about the good intentions 

of the personnel, but rather, the department is in the midst of growing pains as it is a relatively 

new organization.  The board must begin to act in the interest of the protection district – not in 

the interest of the municipality/party they represent.  The motto of ‘what is in the best interest of 

those we protect’ must rise above each individual’s self-interest.  Once the board begins to act 

like a team, and there is strong leadership and communication within the fire department 

leadership – a good strategic plan will bring this department successfully into the future. 
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Summary of Recommendations 

Priority  Section Example 

2 
Board 

Responsibility 

The Joint Powers Board should ensure the role and 

responsibility of the JPA align with those outlined in the report.   

2 Communication 

The entire board (14 members) need to participate as a group 

in some formal team building exercises presented by a neutral 

facilitator.   

2 Communication 

The board needs to set guidelines regarding communications 

during meetings ï being respectful ï as well as proper 

communications to the public; who is responsible; and when it 

is appropriate so that communication to the public is as a 

department ï not as individual board members.  

2 Distrust/Integrity 

The NAFRS board needs to go through a strategic planning 

process in which clearly defined goals and expectations are in 

written format. Once developed, the strategic plan needs to be 

followed in the decision-making process and updated annually.   

2 
Increasing 

Leverage 

The status-quo isnôt working and it will take great courage for 

the board to unify and change the foundation of the 

organization placing a full-time fire chief as the leader who is 

responsible to the board. This action needs to occur as soon as 

possible 

2 Process 

The NAFRS board needs to continue following Robertôs Rules 

of Order: or adopt another formal meeting procedural process 

(as outlined above). This process must be followed in all official 

meetings.  

2 
Succession 

Planning 

Development of leadership training of both current officers and 

those identified as future leaders of the organization. Assess 

current officer leadership skills and either send to external 

training seminars, or develop in-house training programs.   

2 
Succession 

Planning 

The study did not evaluate current human resource programs. 

The department should work with its HR firm to assess current 

employee handbooks, job descriptions, and performance 

evaluations to ensure they are up to date.  Officer training 

should be continuously being held so that all officers are 

knowledgeable and are performing according to policy.   

2 
Succession 

Planning 

The Board should have the top three officers conduct an annual 

review of the Fire Chief ï with input from the entire board.  

This should be accomplished after goals and expectations of the 

Fire Chief and the department have been developed by the 

board and clearly articulated to the Fire Chief.  Regular 

meetings ï part of the regular board meetings ï should be 

updates to these expectations 
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2 
Systemic 

Structure 

The consultants do not support the independent position of 
adding an administrator to the NAFRS organization; rather 

they highly recommend that the position of full-time fire chief 

be created and that individual fulfills those duties.  

2 
Systemic 

Structure 

The JPA board should begin to plan for the placement of a full-

time fire chief 

3 Control 

Understand that control will be an issue and resolve it through 

equitable representation on the board aligning with their fiscal 

participation.  

3 
Election of 

Chair/Vice Chair 

The position of chair and Vice-chair should be staggered so 

that the chair serves a two-year period and the vice-chair 

begins their term at the beginning of the second year of the 

chair. When the chairôs term ends, the vice-chair would move 

into that position. This would allow all board members to serve, 

if desired, in these two positions.  

3 
Succession 

Planning 

Emphasis on recruitment to sustain membership levels.  

Although all ages should be recruited, emphasis on recruitment 

of younger individuals to help bring in new ideas into the 

department should be a goal 

3 
Succession 

Planning 

Performance evaluations should be conducted annually with all 

members, for the purpose of not only ensuring operational 

competency, but to also determine succession planning 

opportunities.  Professional growth goals should be a part of 

the performance management process.   

3 
Succession 

Planning 

The goal of the Fire Chief should always be to ensure there are 

competent individuals to move to officer positions within the 

organization ï including the Fire Chiefôs position.  This 

includes conversations, meetings, and assignments to officers to 

demonstrate their abilities.  A strong performance evaluation 

component should be tied to the Fire Chief and his/her chief 

officers.  This may be a separate evaluation process for chief 

officers.   

4 SWOT 

Utilize the results of the SWOT analysis to begin the 

development of a strategic plan and begin to address some of 

the major issues within the department.   

5 
Definition of 

Terms 

A reader of the JPA would be well served if at the beginning of 

the document there were a section of ñDefinition of Termsò, 

understanding of terms; for example, organization needs to 

clear if it is referring to the board or fire department.  
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Appendix A – Administrators Job Description 

Position Title:   NAFRS ADMINISTRATOR 
Department:   ADMINISTRATION 
Accountable To:  NAFRS JOINT POWERS BOARD 
 
 
Position Summary 
Serves at the pleasure of the Joint Powers Board (“the Board”) as the Chief Administrative 

Officer of the Northfield Area Fire and Relief Association (“NAFRS” or “the Organization”). 

Under the direction of the Board, the Administrator is responsible for coordinating budgetary 

planning and control, and for carrying out accounting, payroll and treasury duties. The 

Administrator is also responsible for the record retention of all official records. The 

Administrator acts as an official signatory for documents requiring such official action, office 

manager and human resource coordinator. 

 
Essential Functions 
 
Duties shall include, but not be limited to, the following areas: 

 
Leadership and Supervision 

¶ {ŜǊǾŜǎ ŀǎ ǘƘŜ hǊƎŀƴƛȊŀǘƛƻƴΩǎ ŎƘƛŜŦ ŀŘƳƛƴƛǎǘǊŀǘƛǾŜ ƻŦŦƛŎŜǊΦ 

¶ Ensures accountability of employees and alignment of activities with Board policy directives 
and continually evaluates the effectiveness of employees and procedures. 

¶ Represents NAFRS to other agencies, organizations, and citizens. 

 

Reception and Customer Service 

¶ Provides customer service effectively and efficiently. 

¶ Receives requests, complaints and information from the public and transmits to staff 
and/or the Board to process as needed. 

¶ Answers phones and provides information and assistance to the public on request. 

¶ Assists them by answering questions, researching records, directing them to the 
appropriate person or recording and transmitting messages to NAFRS staff or officials. 

Accounting/Finance 

¶ Processes bills for payment and maintains financial records. 

¶ Manages the investments of Organization funds and provides current status, activity 
and performance reports to the Board. 



McGrath Consulting Group, Inc.  Page 67 

 

 

¶ Develops annual Organization budget with input from staff and committees; presents 
budget to the Board for review and adoption; monitors expenditures and receipts; 
complies with all reporting requirements. 

¶ Provides accounts payable list for Board approval, generates checks for bill payments 
and signs checks. 

¶ Maintains and processes payroll for NAFRS employees; processes payroll deductions, 
payroll reports and records. 

¶ Reconciles checking account and makes deposits to the bank. 

¶ Generates financial statements and cash balance fund reports for the Board. 

¶ Files and pays all sales and use reports and taxes. 

¶ ²ƻǊƪǎ ǿƛǘƘ ŀǳŘƛǘƻǊǎ ŀǘ ȅŜŀǊπŜƴŘΤ ƎŜƴŜǊŀǘŜǎ ǊŜǇƻǊǘǎ ŀƴŘ ǇǊŜǎŜƴǘǎ ŀƭƭ ŦƛƴŀƴŎƛŀƭ Řŀǘŀ ŀǎ 
required for the audit. 

 

Administrative Duties  
¶ Attends all Board and other meetings as required and records minutes. Prepares 

agendas for meetings, organizes and maintains records of minutes and resolutions. 

¶ Composes correspondence, reports, memos, letters, minutes, meeting notices, 
resolutions on behalf of the Board and the Organization. 

¶ Arranges and publishes notices of meetings required by law. 

¶ Prepares a variety of reports and files with appropriate state, federal and other 
governmental agencies. 

¶ Acts as liaison with governmental agencies and consultants. 

¶ Responsible for assuring compliance with federal and state mandates (e.g. Records 

¶ Retention and Data Privacy). 
 

Knowledge, Skills and Abilities 
¶ Knowledge of municipal financial management including investment of funds, 

accounting, payroll, billing practices and financial record keeping 

¶ Ability to maintain accurate and complete records and files. 

¶ Ability to communicate effectively both orally and in writing with Board, NAFRS staff, 
governmental officials and the public. 

¶ Ability to prioritize work, research and solve problems. 

¶ Ability to prepare a variety of financial reports and to prepare and oversee 
administration of the NAFRS budget. 

¶ Ability to represent NAFRS in a professional, courteous and efficient manner 

¶ Skill in operating office equipment. 

¶ Ability to account for and handle money. 

¶ !ōƛƭƛǘȅ ǘƻ ǇǊƛƻǊƛǘƛȊŜ ǘƘŜ hǊƎŀƴƛȊŀǘƛƻƴΩǎ ƴŜŜŘǎ ŀƴŘ ǘƻ ŎƻƻǊŘƛƴŀǘŜ ƻǇŜǊŀǘƛƻƴǎ ŀƴŘ ǎŜǊǾices. 

¶ Ability to supervise personnel. 

¶ Ability to handle public contact with friendliness, responsiveness and tact. 

 

Minimum Education and Experience 
¶ High school diploma or equivalent 
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¶ Additional schooling or training in accounting/bookkeeping and three yearǎΩ ŜȄǇŜǊƛŜƴŎŜ 
in related field. 

¶ Ability to read, write and understand English 

¶ aƛƴƴŜǎƻǘŀ 5ǊƛǾŜǊΩǎ [ƛŎŜƴǎŜ 

¶ Supervisory experience 

 

Desirable Education and Experience 
¶ Associate Degree in accounting/bookkeeping/business management. 

¶ CƛǾŜ ȅŜŀǊǎΩ ŜȄǇŜǊƛŜƴŎŜ ƛƴ ŀŎcounting, clerical, computer and payroll practices and 
procedures; preferably in municipal government 
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Appendix B – Sample Job Description  

 

Volunteer Fire Department 

 

Position Title: Fire Chief 

________________________________________________________________________ 

Exempt:  Yes 

 

Reporting Relationship: NAFRS Board   

Date: (insert) 

________________________________________________________________________ 

Summary:  The Fire Chief shall have the responsibility for the overall management of fire/EMS 

operations.  He/She shall be responsible for complete fire prevention, provide response in 

firefighting as necessary, and shall be answerable to the Fire Board for such management of the 

Department. 

 

Duties and Responsibilities: The duties described below are indicative of what the position 

might be asked to perform. Other duties may be assigned.   

 

1. Management: 

 

Á Develop and implement department policies, procedures and standard operating guidelines. 
Á Prepare and implement a department budget.   
Á Develop short and long range capital improvement, equipment needs and budgets. 
Á Develop, communicate and enforce regulations governing the conduct of fire and EMS 

personnel. 
Á Prepare and recommend policy changes to the Fire Board on department issues. 
Á Review and recommend revisions to fire and life safety codes. 
Á Develop hiring and promotional guidelines. 
Á Make personnel assignments. 
Á Develop and implement techniques for rendering quality service within the departments. 
Á Develop and assist the contracting municipalities in disaster planning efforts. 
Á Develop department policies and protocols with the designated hospital medical director. 
Á Attend all regular board meetings and other meetings as appropriate. 
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2. Leadership: 

 

Á Provide departmental leadership and direction by developing and implementing a department 
strategic plan. 

Á Assist with employee development through proper delegation and participation practices. 
Á Continually identify opportunities for improving services or efficiencies in operations and service 

delivery. 
Á Provide leadership to the participating municipal supervisors in all practices and procedures of 

the fire/EMS service. 
Á Attend and participate in professional groups; stay abreast of new trends and innovations in the 

field of fire prevention, suppression, and emergency medical services. 

 

3. Training & Safety: 
Á Facilitate the integration of training programs as required by state, federal and local practices. 
Á Identify and coordinate safety-training needs for the department and if appropriate contracting 

municipalities. 
Á Assist in a risk assessment including implementation of policies, procedures, and practices 

relating to training and safety matters. 
Á LƴǾŜǎǘƛƎŀǘŜ ǿƻǊƪŜǊΩǎ ŎƻƳǇŜƴǎŀǘƛƻƴ ŎƭŀƛƳǎ ŀƴŘ ŀŎŎƛŘŜƴǘǎ ǿƛǘƘƛƴ ǘƘŜ ŘŜǇŀǊǘƳŜƴǘΦ 
Á Ensure the department is in compliance with OSHA safety, health, NFPA and other state 

standards. 
Á Liaison with the contracting municipal school districts, industries, and communities for all safety 

issues. 

 

4. Emergency Situations: 
Á Oversee and assist incident command during emergency situations. 
Á Provide experience in command emergency situations. 
Á Ensure that all facilities, during construction, or damaged by fire or other factors are safe for 

use, and/or should be destroyed.   
Á Review emergency incidents with the membership to ensure appropriate procedures were 

carried out; institute appropriate training to ensure skill level of members. 

 

5.    Supervision: 

Á Supervise department personnel.  Develop an organizational structure. 
Á Investigate and take action with personnel problems while following all department, state 

and federal regulations. 
Á Develop and implement personnel policies and procedures. 
Á Develop and implement recruitment and retention programs for volunteer and employee 

positions. 
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6.    Administrative: 

Á Makes reports to the Fire Board. 
Á Make reports, when appropriate, to contracting municipal agencies. 
Á Administer the conducting and administration of all inspections in accordance with all 

applicable federal, state, and City/Township codes. 
Á Act as the primary source for media releases for the department. 
Á Oversee the maintenance of department records; personnel and payroll records; outside 

contracts; annual reports; etc. 
Á Prepare financial data for budgets and as requested by the Fire Board. 
Á Oversee the purchase of supplies, equipment, clothing, etc. for the department. 
Á Periodically inspect stations and equipment and ensure any problems are resolved. 

 

7. Intergovernmental Relations: 
Á Work with other fire/EMS departments to develop and implement mutual aid. 
Á Coordinate with other regulatory agencies including local, county, state and federal officials 

when necessary on matters involving emergency services. 
Á Attend meetings at municipalities represented within District. 

 

Qualification Requirements: To perform this job successfully, an individual must be able to 

perform each duty satisfactorily.  The requirements listed below are representative of the 

knowledge, skill and/or ability required at the time of hire or for continuation of employment. 

 

Education and/or Experience 

¶ Associate degree or equivalent  

¶ tǊŜŦŜǊ ōŀŎƘŜƭƻǊΩǎ ŘŜƎǊŜŜ ƛƴ a related field 

¶ Experience as a paramedic/firefighter 

¶ aƛƴƛƳǳƳ ƻŦ ŦƛǾŜ όрύ ȅŜŀǊǎΩ ŜȄǇŜǊƛŜƴŎŜ ƛƴ ŀ ǎǳǇŜǊǾƛǎƻǊȅ ŀƴŘκƻǊ ƳŀƴŀƎŜƳŜƴǘ ŎŀǇŀŎƛǘȅΦ όwŀƴƪ ƻŦ 
lieutenant or above) 

¶ ±ŀƭƛŘ ŘǊƛǾŜǊΩǎ ƭƛŎŜƴǎŜ 

¶ Residency required within the protection district. 

 

Skills and Abilities 

Á Ability to work effectively, collaboratively, and positively with employees, supervisors, 
City/Township officials, citizens, etc. 

Á Ability to maintain a sense of humor, and use a positive and supportive approach. 
Á Ability to plan, gather, and organize learning materials to be used with employees, supervisors, 

City/Township officials and/or the public. 
Á Ability to work independently, and with a team. 
Á Ability to maintain confidentiality of materials. 
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Á Ability to work in a hectic, busy, and sometimes stressful environment. 

 

Language Skills 

Á Ability to read and interpret documents such as policies and procedures, federal, state or NFPA 
regulations, teaching materials-handbooks, manuals, computer manuals. 

Á Ability to communicate effectively with administrator, employees, officials and the public. 

 

Mathematical Skills 

Á Ability to perform basic math skills ς add, subtract, multiply and divide in all units of measure, 
using whole numbers, common fractions, and decimals. 

 

Reasoning Skills 

Á Ability to interpret a variety of instructions furnished in written, oral, and diagram or schedule 
form. 

Á Ability to organize time and resources. 
Á Ability to work independently and sometimes in a stressful environment. 
Á Ability to think quickly, maintain self-control and adapt to sometimes extremely aggressive 

and/or stressful situations. 

 

Physical and Work Environment: The physical demands and work environment described are 

representative of those that must be met by an employee to successfully perform the essential 

functions of this job.   

 

Á An employee must regularly be required to stand, walk, sit, talk and hear, use hands to finger, 
handle or feel.  Also regularly must be able to bend, stoop, twist, and reach with hands and 
arms.  On occasion, an employee must be able to climb or balance. 

Á An employee may be asked on a regular basis to lift no more than 10 pounds.  
Á Vision requirements are close, distance and color vision, peripheral and depth perception and 

ability to adjust focus.   
Á The majority of work is performed in an office setting; however, employees may be expected to 

perform duties outdoors in all types of weather on emergency scenes. 
Á At Emergency scenes the employee may be required to lift persons, objects in excess of 100 lbs.   

o Will be required to stand, walk, stoop, twist, reach, bend, climb and/or balance. 
o Required to work at excessive heights via use of ladders or lifting devices. 
o Will be exposed to excessive heat, cold, wet, and hazardous situations. 


