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Regular Meeting Agenda
Following is the agenda for the regular meeting of the Anoka-Champlin Joint Powers Fire Board to be held
on May 19th, 2021 at 6:00 pm. This meeting will be held at the Anoka City Council Chambers.
1. Call to Order
2. Pledge of Allegiance
3. Roll Call
4. Changes to the Agenda
5. Minutes for Approval
5.1
April 21, 2021, Annual Meeting Minutes
5.2
April 21, 2021, Regular Meeting Minutes
6. Open Forum
7. Communications and Information
7.1
Chief’s Update – Chief Massicotte
8. *Consent Agenda
None.
9. Appeals
None.
10. Committee Reports
None.
11. Unfinished Business
11.1 Review and Discuss Chief Kline’s Final Report. – Chief Massicotte
12. New Business
12.1 Paid on Call Firefighter Recruitment and Selection- Chief Massicotte
12.2 Scheduling of a Fire Board Work Session – Chief Massicotte
13. Next Fire Board MeetingThe next Regular Fire Board Meeting will be July 14th, 2021-6PM, at Anoka Council Chambers. Possible
agenda Items: 2022 Budget, establishing goals, Article VI Officers Section 7-consider a revision to select
officers at the first meeting in a calendar year; as opposed to at the Annual Meeting. Review and
discuss JPA-Board Composition and rotation cycle.
14. Adjournment
*The consent agenda contains several separate items that are acted upon by the Board in one motion. Upon request, any consent
agenda item may be removed and, if necessary, be placed on the regular agenda for Board discussion and action.
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ANOKA-CHAMPLIN JOINT POWERS FIRE BOARD
Annual Meeting Minutes
April 21, 2021
1. Call to Order
The Annual meeting of the Anoka-Champlin Joint Powers Fire Board was
called to order at the Champlin Council Chambers by Nate Truesdell
2. Roll Call
Upon roll call, the following members were present: Chief Eric Peterson and
Brian Wesp, City of Anoka; Bret Heitkamp and Nate Truesdell, City of
Champlin; Scott Anderson, At-Large Member.
Alternate Wayne Anderson-Remote
Also present: Fire Chief Ted Massicotte; Asst. Fire Chief Todd Schewe.
Pledge of Allegiance
3. Election of Fire Board Officers for 2021
Per JPA guidelines the chair will alternate cities annually. Nate Truesdell
nominated Brian Wesp as new Chair. Brian Wesp nominated Nate Truesdell
as vice-chair. Both nominations were unanimously approved. The treasurer
will be Brenda Springer, Anoka. Kathy Hoffhein will remain Secretary.
4. Presentation of the Anoka-Champlin Fire Department 2020 annual Report
Fire Chief Massicotte presented the Annual Report. Highlights were: 808
calls were responded to in 2020, up 29 call from 2019. 41% of these calls
were responded to by the Duty Officer, highlighting the importance of this
position. $725,810.00 estimated fire loss damage. However, we don’t have
statistics for dollars saved due to the department efforts and efficiency.
5. Other Business
The Fire Board discussed challenges due to staffing model, construction in
both cities, Anoka train tracks, station locations in relation to where the

fire fighters live.
6. Adjournment
Brian Wesp adjourned the meeting at 6:35

Respectfully,
Kathy Hoffhein
Designated Secretary
Recorded Video Link: Anoka-Champlin Fire Board Meeting 04-21-2021 (qctv.org)

ANOKA-CHAMPLIN JOINT POWERS FIRE BOARD
Regular Meeting Minutes
April 21, 2021

1. Call to Order
The regular meeting of the Anoka-Champlin Joint Powers Fire Board was
called to order at the Champlin Council Chambers by Brian Wesp.

2. Pledge of Allegiance
3. Roll Call
Upon roll call, the following members were present: Chief Eric Peterson and
Brian Wesp, City of Anoka; Bret Heitkamp and Nate Truesdell, City of
Champlin; Scott Anderson, At-Large Member.
Alternate-Wayne Anderson, Remote
Also present: Fire Chief Ted Massicotte; Asst. Fire Chief Todd Schewe.
4. Changes to the Agenda – None
5. Minutes for Approval
a. January 13, 2021, Regular Meeting Minutes
b. February 3, 2021, Special Meeting Minutes
c. March 3, 2021, Special Meeting Minutes
Upon motion from Bret Heitkamp, second by Scott Anderson, the meeting
minutes were unanimously approved.
6. Open Forum
Chief Eric Peterson thanked and praised Chief Massicotte and Assistant
Chief Todd Schewe for going above and beyond during recent EOC
operations and civil unrest.

Nate Truesdell thanked Anoka and Champlin Police and Fire Departments
for their continued support and efforts.
Bret Heitkamp, on behalf of the citizens of Champlin and City Council,
thanked the City of Anoka for stepping up beyond expectations upon EOC
activation.
Brian Wesp thanked everyone on behalf of the City of Anoka for continued
support.
7. Communications and information – None
8. Consent Agenda – None
9. Appeals – None
10.Committee Reports – None
11.Unfinished business – None
12.New Business
a. Review and discuss Chief Kline’s Final Report – determined that this
was already done.
13.Next Fire Board Meeting
Brian Wesp proposed that the next fire board meeting be held on May 19th
at 6:00pm in Anoka Council Chambers for the purpose of getting to know
the direction and goals Chief Massicotte has for the Fire Department. The
Board unanimously agreed.
14.Adjournment
Brian Wesp adjourned the meeting at 6:46pm

Respectfully,
Kathy Hoffhein
Designated Secretary
Recorded Video Link: Anoka-Champlin Fire Board Meeting 04-21-2021 (qctv.org)

ANOKA-CHAMPLIN JOINT POWERS
FIRE BOARD MEETING
DATE: 5/19/21

AGENDA # 11.1

DESCRIPTION: Review and Discuss Chief Kline’s Final Report.

BACKGROUND: In July of 2020, an interim fire chief was hired to provide leadership, prevent

further deterioration of internal and external relationships and begin the process of
organizational continuous improvement for the Anoka-Champlin Fire Department.
As part of his process, upon departure, Chief Kline offered a final report outlining his
observations and experiences from the perspective of the interim chief. Opportunities for
continuous improvement are included as suggestions for future application.

RECOMMENDATION: Review the highlights of the report, and add as an agenda item for further
discussion at a future work session.
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Final Report to the Anoka-Champlin Joint Powers Fire Board
Observations and Continuous Improvement for the
Anoka-Champlin (MN) Fire Department

Richard C. Kline, MS, CFO, EFO
Interim Fire Chief
Anoka-Champlin (MN) Fire Department
March 15, 2021
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EXECUTIVE SUMMARY

The Anoka-Champlin Fire Department (ACFD) provides an “all-hazards” emergency
response service to the City of Champlin (MN) and the City of Anoka, Minnesota.

The Anoka-Champlin Fire Department is a combination fire department, employing both
full-time and paid-on-call (POC) firefighters. With an authorized strength of 45-paid-on-call
(POC) firefighters and four full-time employees, the Department provides service from two fire
stations: one in Anoka and a second station in Champlin. Full-time staff provide administrative,
management and support functions. Annually, the Department responds to approximately 700
calls-for service (five-year average, 2016-2020).

Since 2019, the Anoka-Champlin Fire Department has been without focused, consistent,
progressive and situationally aware leadership due to the departure of the full-time fire chief.
This absence of strong leadership has resulted in the disruption of progressively oriented
processes within the department.
In July of 2020, an interim fire chief was hired to provide leadership, prevent further
deterioration of internal and external relationships and begin the process of organizational
continuous improvement for the Anoka-Champlin Fire Department. This final report offers
observations and experience from the perspective of the interim chief. Opportunities for
continuous improvement are included as suggestions for future application.
Principal recommendations, presented as opportunities for continuous improvement
include:


Mutually supportive and respectful relationships must be re-established to regain
organizational equilibrium and promote a progressive, forward leaning organization. A
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facilitated series of meetings between fire staff and the Operations Committee to focus
on interpersonal and group dynamics is a priority and highly encouraged.


Develop immediate and longer-term goals to drive strategically driven organizational
growth. Creating momentum toward achieving desired outcomes is a good business
strategy, as well as reinforcing positive internal and external relationships.



Funding should be allocated so that staff leadership development programs may be
offered. Investing in prospective and incumbent staff aids in succession planning,
improving staff competencies and capitalizing talent management.



A strategically positioned, organizational staffing study should be undertaken to
determine staffing needs into the future. Alternative staffing models may be identified
with cost/benefit analysis considered for each.



A partnering effort to develop a strategically driven, comprehensive fleet, facilities and
capital procurement and replacement plan is suggested.

The body of this final report outlines several additional opportunities for continuous
improvement.
The membership of the ACFD have a strong desire to remain progressive in their
services. Strong, visible and forward-thinking leadership will be needed to lead and support
this continuous improvement philosophy. The Department has had many successes, with a
devoted membership. Though there will be challenges, there will also be opportunities to
improve; the membership has the energy and desire to work toward achieving these
improvement goals.
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INTRODUCTION
Since 2019, the Anoka-Champlin Fire Department has been without focused, consistent,
progressive and situationally aware leadership due to the departure of the full-time fire chief.
This absence of strong leadership has resulted in the disruption of progressively oriented
processes within the department.
In July of 2020, an interim fire chief was hired to provide leadership, prevent further
deterioration of internal and external relationships and begin the process of organizational
continuous improvement for the Anoka-Champlin Fire Department. This final report offers
observations and experience from the perspective of the interim chief. Opportunities for
continuous improvement are included as suggestions for future application.
The interim chief was tasked with providing strong (effective), visible leadership and
improve relations within the department and the governing bodies.
This final report offers an objective perspective and examines the Anoka-Champlin Fire
Department through the lens of organizational effectiveness. Observations and suggested
actions for continuous improvement are offered to enhance and improve current and future
operational initiatives. This report presents industry “best-practice” approach to leading and
managing the 21st century fire department.
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BACKGROUND
The Anoka-Champlin Fire Department (ACFD) provides an “all-hazards” emergency
response services to the City of Champlin (MN) and the City of Anoka, Minnesota. Included in
their services are fire suppression, technical rescue, hazardous materials response, fire
investigation, fire prevention and public education. The Department also provides emergency
medical response as a secondary mission, as well as assisting with the coordination of
emergency management for their response area.

The Anoka-Champlin Fire Department protects one of the fastest growing and
economically vibrant suburbs of the Minneapolis/St. Paul metroplex. The Department provides
services to approximately 45,000 combined customers, with a first response area of ≈16 square
miles.

The Anoka-Champlin Fire Department is a combination fire department, employing both
full-time and paid-on-call (POC) firefighters. With an authorized strength of 45-paid-on-call
(POC) firefighters, the Department provides service from two fire stations: one in Anoka and a
second station in Champlin. Full-time staff provide administrative, management and support
functions. Annually, the Department responds to approximately 700 calls-for service (five-year
average, 2016-2020).

The Department takes pride in their long history of service to the community, having
organized as the Anoka Fire Department in1878 as the Protection Hook and Ladder company.
The steamer and horse drawn pumps were augmented by the hand operated fire pumps of the
time. The first motor operated apparatus, a Silsby Steamer, was received in the mid-twentieth
century. Today the ACFD is distinguished by its white vehicles, acknowledging earlier years
when Anoka firefighters used white horses to pull their steam engine.
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DISCUSSION

Leadership and Organizational Culture
Since the departure of the permanent Fire Chief in 2019, a clear lack of strong, decisive
and credible leadership has resulted in the disruption of progressively oriented processes,
allowing the department to stagnate. As a result of this leadership vacuum, the Department
has adopted a bias for “this is the way we’ve always done-it” mentality.
Initiative is a valuable character trait of a leader and an essential quality for any team if
they are going to perform near to their capability. Effective leaders use their self-guided
initiative as a powerful tool to motivate and coach their colleagues toward continuous process
improvement. Leader initiative is the nexus for organizational momentum and becomes selfsustaining within the organization encouraging creativity from all team members. In the
absence of the fire chief, fire department staff acknowledge their failure to initiate and
introduce continuing and progressive programming and practices into the Anoka-Champlin Fire
Department. Fire Department staff cite a lack of trust, support and confidence from the
governing entities as a root cause.
A healthy organizational culture is based upon shared expectations, supportive
interpersonal relationships and espoused values. A loss of trust between the membership, the
Operational Committee and the Joint Powers Fire Board has resulted in a loss of organizational
focus. This leadership failure is exacerbated by a distinct lack of organization and individual
trust which permeates within the organization.
Fire staff openly feel that they are targets. This perception, with little supportive
evidence, has morphed into a reality for the full-time staff. This “reality” has proven to be
disruptive to the organization, inhibiting individual and organization progress.
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It is not unusual for organizations to undergo periods of success, countered by
occasional episodes of disenchantment. To regain a sense of equilibrium and trust, both the
fire department, the Operations Committee and Joint Powers Fire Board must be open and
transparent in their communications and actions. Firefighters should be included in decisions
affecting the organization (as appropriate). Firefighters must adhere to the established
organizational command structure to express their views. Fire staff and the Operations
Committee should “agree to disagree,” find consensus and demonstrate mutual respect for the
other. Personal animosities and individual skepticism must end if the Department is to move
forward.
Department staff must know that the governing bodies are on “their side,” they will be
treated fairly, with respect and that setbacks will be viewed favorably or at least not with
particularly negative consequences.
Opportunity for Continuous Improvement: Relationships
Mutually supportive and respectful relationships form a foundation for trust to exist. A
facilitated series of meetings between fire staff and the Operations Committee to focus on
interpersonal and group dynamics is a priority and highly encouraged. Facilitated sessions
would help to build the mindsets and skills that allow for the development of effective
supporting and satisfying interpersonal relationships in both professional and personal
contexts. If this Department is to regain organizational momentum, trust and confidence
must be restored.

Strategies to increase the level of communication between the Department, the Operations
Committee and Fire Board should be considered. The Department should continue and expand
the use of the Incident of Interest form, a brief review of critical incidents provided to the
Operations Committee within 24-hours of the event. The Department may also consider
issuing a 6-month report which describe operational metrics for the previous six-months. This
begins to build a “library” of data that may be used retrospectively to illustrate trends and
forecast future resourcing needs. The Annual Report should be continued and perhaps
expanded to include additional data detail, such as integrating Department data with financial
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impact statistics. The collection and dissemination of meaningful data helps to inform policy
makers promoting open communication to make informed decisions.
Increasing the level and frequency of communications builds stronger relationships.
Continuous Improvement
As an organization, there is little evidence of the practice to constantly self-examine and
improve organizational processes; continuous improvement. Short-term goal identification and
the incorporation of strategic planning strategies to chart daily and future fire department
service needs is essentially absent from the organization.
Short term goals, those organizational aspirations and ideas that a group envisions to
continually improve, are missing from the ACFD. A short-term goal is an outcome that an
organization wants to achieve in the next six to 18-months. These shorter period goals are
often used to set direction, gain energy and develop support toward longer-term goals. Short
period goals are often used in a graded approach to reinforce strategic planning activities.
Again, there appears to be little emphasis placed on short-term goal identification, assigning
responsibility, setting a course for completion and benchmarking progress.
Longer term goals, those which are strategically based, form the foundation for fire
department continuous improvement efforts. Strategic planning allows the organization to
foresee their future and prepare accordingly. Strategic planning must be led, with senior
leadership taking the initiative to engage stakeholders (firefighters, appointed officials,
governing bodies, etc.) in the planning process to encourage creativity and think beyond “this is
the way we’ve always done-it” mentality. Practical strategic planning efforts place the

Opportunity for Continuous Improvement: Organizational Development
The continued forward movement of the Department will depend on efforts to identify
and work toward immediate and longer-term goals. Creating momentum toward
achieving desired outcomes is a good business strategy, as well as reinforcing positive
internal and external relationships.
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organization on a proactive footing, rather than reacting to situations as they arise. Being
proactive allows organizations to keep up with the ever-changing trends in the fire service.

Governance
In 1984, the cities of Anoka and Champlin entered into a Joint Powers Agreement that
began the partnership between the cities to provide a shared fire department. This AnokaChamplin Joint Powers Fire Board provides oversight and governance for the department.
Authority and organizational direction, overall management, policy approval, financial oversight
and accountability of the Department is the responsibility of the Anoka-Champlin Joint Powers
Fire Board. Joint powers are exercised when the public officials of two or more agencies agree
to create another legal entity or establish a joint approach to work on a common problem, fund
a project, or act as a representative body for a specific activity. In this case, the Cities of
Champlin and Anoka have agreed to combine their powers and resources, in a legally binding
pact, to provide for the comprehensive management and oversight for fire department
services.
The Joint Powers Fire Board consists of five appointed officials from each city and an atlarge member who is neither a resident nor employee of either city. The Board has its own ByLaws which regulate board action. Board meetings are held on a quarterly basis, with the
meetings generally considered as “open meetings” and prescribe to the requirements of
Minnesota open meeting law statute.
In the case of the joint-powers fire board agreement, both cities contribute funding to
support ACFD activities. The percentage of funds devoted by each city is determined by previous
year’s call distribution to each respective city. This appears to be a reasonable method to
determine cost distribution.
The use of joint power agreements is common in government and should be continued to
provide oversight for the ACFD.
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Administrative matters are the responsibility of an Operating Committee comprising the
City Administrator and City Manager of each respective City and the Fire Chief. The Operating
Committee makes recommendations to the Fire Board for action and direction.
It becomes extremely important that the City Administrator and City Manager share
their expectations with the fire chief as to “when” or “what” type of procedure policy or
guideline issue/question should be presented to the Operation Committee for discussion.
Allowing the fire chief, the latitude of independent decision making and the authority to act is
vital for department business to continue without undue delay. For example, the fire chief
should be given the management “rights” and flexibility in determining expenditures from the
ACFD budget. Decisions and documentation of minor policy infractions should also be managed
by the fire chief and staff, without intervention of the Operations Committee. Day-to-day
operations of the Department is the responsibility of the Fire Chief. Having confidence in the
fire chief’s decision making and actions to administer, manage and lead their department is
vital to ensure timely results, build credibility and foster trust.
Administrative Efficiency
The Department is guided by several policy and procedure documents developed to provide
employment/employee guidance, management direction and stipulate sound business practice.
The primary documents affecting individuals associated with, and employed by the AnokaChamplin Fire Department are as follows:
Anoka-Champlin Joint Powers Fire Department Personnel Policy Manual: These policies and
procedures apply to all regular part-time and regular full-time Department personnel and do not
apply to members of the Joint Powers Fire Board or paid-on-call firefighters.
Anoka-Champlin Fire Department Administrative Policies and the Anoka-Champlin Fire
Department Operational Guidelines: A combined policy, procedure and operating guideline
manual applicable to all employees of the ACFD.

Organizational processes, employee

expectations, organizational standards of performance, as well as the principles and policies
governing Department practices are within this manual.
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Organizational policies provide guidance to employees as to their role(s) and
responsibilities, define the agencies overarching business principles, help to ensure ethical and
moral decisions, establish expectations and assist with legal compliance. Department policy and
procedure must be current and applied consistently and should be applicable to all employees.
As noted, several documents are currently used to define and document Department policy,
procedure and operational guidelines, as they apply to acceptable business practices. These
documents also outline acceptable behavior and set employee expectations. Information and
guidance within the two documents that pertain to Department employees is often duplicative,
is confusing as to application and clarity, occasionally appear to offer conflicting information. All
three documents are dated; meaning they have not received recent reviews and modifications
as to pertinence to current practices and organizational structure.
Operational guidelines, those that guide response actions are generally current. Staff are urged
evaluate operational guidelines against current fire behavior research and industry best practice.
Human resources (HR), administration and finance functions are shared between the two cities.
Up until 2021, each city undertook these functions for a five-year time period and then the
responsibility was shifted to the partnering city. In 2021, the frequency of rotation was changed
to a ten-year cycle. At times, there has been confusion in the interpretation and application of
various city administrative practice and policies when applied to ACFD employees. As may be
expected, administrative and human resource policy, procedure and practice of the cities are not
always uniform. This inconsistency has caused confusion and frustration with staff seeking
clarification and seeking direction.
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Opportunity for Continuous Improvement: Administrative Efficiency
The Department should consider consolidating their current documents into one master
policy/procedure manual. This will help with the consistent application of work rules, reduce
confusion of interpretation, better define employee responsibilities and when revised to
current conditions, offer a foundation for acceptable business practices. Administrative and
operational policy and procedures should be revised and modified as needed. Revisions
should also include updating position (job) descriptions and performance management
documentation.
The recent change to a ten-year rotation of city administrative functions is a better option, as
opposed to frequent changes in administrative oversight. Open dialogue between city and
Department staff to discuss administrative practices of the managing entity, done well before
the effective date for the assumption of administrative duties is recommended.
Where feasible, city practice, policy and procedure should be consistent. One example is the
selection and hiring of paid-on-call firefighters or in determining health care benefits of the
full-time staff.

Administrative Staff
Administrative functions are currently managed by a 30-hour work week employee. Typical
duties include:
 Answering incoming calls; taking messages-directing calls, email response.
 Data entry
 Payroll, POC and full-time
 Fire report management
 General office management
 Project management and research
 Internal and external reporting
As the Department is presently positioned, a thirty-hour per-week administrative assistant
position is adequate. The addition of a full-time, 40-hour per week employee may be justified as
the department improves and broadens the use of technology, incorporates upgraded software

14

to support metrics and department projects, expand internal and external reporting and support
community outreach programming.
The Department utilizes FDM software as its records management system (RMS). This program
is robust, having many applications that staff utilize to maintain agency document needs. This
software provides electronic record keeping and tracking in several key areas of such as incident
data, firefighter attendance, training, equipment, apparatus and maintenance, inspections and
other areas to comply with State and Federal reporting requirements. Data retrieved from this
RMS supports internal and external reporting.
Metric driven decision making, particularly as it applies to strategic planning, is one example
of data retrieved from a records management system such as FDM to validate and forecast
organizational resource needs and allocation. The Department should continue to use FDM,
leveraging data to support administrative and strategic initiatives.
Fire department staff are responsible for fire inspection, plan review and fire code
enforcement activities for both cities. The full-time Assistant Fire Chief is the designated Fire
Marshall and is the primary contact for inspection requests, code interpretation, plan review and
field inspections. The two full-time Captains provide secondary field inspection duties. The
Department has experienced an increase in fire code plan review and inspections as both cities
continue to grow. New construction, as well as the redevelopment of older community areas
has stressed the ability of staff to remain on-schedule for inspections and of the timely
completion of plan review. This has caused a back log of inspection work and a delay in
completing other essential non-inspection duties.

Opportunity for Continuous Improvement: Inspections
Additional certification training is recommended for full-time and paid-on-call staff to assist
with inspection duties. The State offers several inspection/inspector level certifications
that the Department should take advantage to ease workloads and increase staff
efficiencies. Funding for this initiative should be budgeted.
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Operations and Training
Though very proud of its traditional roots and commitment to service, the ACFD has
fallen victim to “this is the way we’ve always done-it” business mind-set. As a result, the
department has been slow to initiate change in key areas. Though a very effective response
agency, their fire suppression efforts could benefit by the addition of new technology
equipment to replace dated, less effective equipment. Operationally, the department remains
a very competent and capable response agency. Their members take great pride in their ability
to provide quality emergency services to their communities.
The fire suppression and rescue fleet are sufficient for their protection area, mission and
community hazards.
The importance of training cannot be overstated, where life safety and property
conservation are key outcomes. The competency of the first responders is paramount in
providing quality service. To ensure that the highest level of service is provided, training
programs must deliver consistent, relevant, timely and quality programming for the first
responders. The Anoka-Champlin training programs consistently provide the requisite
foundational knowledge, skills and abilities needed by the firefighters to perform their
functions.
The department trains twice per month for fire suppression topics and once per month
for medical skill refinement. The frequency of training is average for similar POC fire
departments and acceptable as a minimum standard.
Currently, the training officer position is a shared function, combining department
training, code enforcement and inspection duties. This sharing of principle duties results in fire
and medical training often taking a second seat to inspection and code obligations.
Consideration of future staffing models should reflect that these two very different functions,
inspections and training, be separated and that the training function be managed by a full-time
employee. This employee could also assume other secondary duties.
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Scaled training, training and education delivered to a specific population, and staff
development programs is an absolute necessity in today’s fire department. Increasing the
scope and scale of programs offers many advantages. Focal points of continuing education
could prepare the individual for future assignment or act in a remedial role; providing
opportunities to develop in areas of deficiency.

Opportunity for Continuous Improvement: Training
A full-time employee devoted to fire service continuing education and training allows for an
increase in the scope and scale of training activities and initiatives. This position would also
assume additional project management duties and responsibility such as emergency
management, employee occupational and health programming, etc. An eight or 10-hour
workday would be recommended to capture productive time and improve staff
communication. A devoted training officer would be positioned to plan, coordinate and
execute improved scope and scale of training and education programming, as well as other
essential programming. Consideration could be given to this becoming a shared position
with law enforcement, as both require similar base line training requirements.
Continuation of the recently added small group station training as a modality to improve skill
refinement is encouraged. This type of “company” level training is very effective and can
easily be modified for different experience levels.

Leader and Staff Development
The leadership “bench strength” of the Department is very shallow, with little attention
paid to staff development in previous years. Supervisory and leader development had not been
a priority with previous fire department administrations, having taken a secondary role in
department priorities. This lack of supervisory and leader development has led to a failure in
succession planning, neglected improving staff competencies and capitalizing talent
management.
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While all leaders have common leadership challenges, there are aspects of leading
others which are unique to each supervisory and management level. Making the transition
from leading self as an individual contributor to leading others requires enhanced capabilities.
Developing leaders at all levels means approaching each leader level with respect to the
skills, attributes and knowledge required and defining the desired competencies of that
position so there are no gaps in development. Incorporating these key elements of leadership
development programs for each level of leader can ensure development in targeted skill areas.
Continuing education programming should be balanced to offer a combination of
operational and leadership subjects. Education offerings should be stratified (by rank) and
sequential (by-competency level) in course completion. This strategy offers a building block
style of adult education.

Opportunity for Continuous Improvement: Staff Development
Funding should be allocated so that employee and leadership development programming
may be offered. Supervisor and management topics such as situational, transitional and
generational leadership, employment law, performance management, are some examples
of continuing education to benefit prospective, current and future leaders. Advanced
certificate level management/leadership continuing education is offered through many
community college systems or through subject matter professionals.

Workforce: Paid-on-Call and Full-Time
The authorized strength of the ACFD is 45-paid-on-call firefighters. The POC work force
are assigned to a fire station based upon travel time of the individual to the closest station and
vacant positions. Up until September 2020, the Department operated without the benefit of
full staffing. The Department selects and hires new POC members twice per calendar year. The
hiring process coincides with the start of the next recruit class hosted by Anoka County. This
hiring schedule works well and should be continued.
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In 2020, a revised paid-on-call selection process was introduced that included
participation of POC officers and staff as part of the hiring process. A fireground tactical
simulation was also added to ensure core competency in emergency operations. Additionally,
disqualifiers of employment were also added to improve candidate selection and eliminate
those not suited for public service.
This year, five individuals were hired as probationary firefighters and began training in
September. They graduated from the Anoka Fire Training Academy earlier this year and are
now recruit firefighters serving their community.
Currently, two full-time Captains are assigned to each station to provide oversight and
management for the station. Each station also has a paid-on-call fire Captain assigned to each
station. This appears to be redundant and a poor use of staff resources. Paid-on-call officers
are seldomly utilized to provide supervisory duties and management duties at their assigned
station. With the exception of fire ground operations and occasional training activities, POC fire
station Captains and Lieutenants are not tasked with significant personnel, supervisory or
apparatus and facility responsibilities. The Department could better utilize their POC officers by
gradually increasing their role in fire station management. This would allow for the
reassignment of duties of the full-time staff.
Up until mid-2020, paid-on-call leadership positions were appointed on an as needed
basis. This “as need basis” form of evaluation and selection limits upward mobility for
prospective officers and allows officers to remain in formal leadership positions despite poor
performance.
The officer selection process has been changed to include position specific (Lieutenant
and Captain ranks) evaluation on a three or five-year rotation basis based upon rank. Before
2020, the selection of officers was subjective, with little testing of core competency done. The
selection of POC offices now includes evaluating the candidates for job knowledge and
associated competencies. Also, position specific prerequisite competencies and training
qualifications to ensure a base level of competency were added. As staff development is
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offered, the Department may consider adding leadership competencies as prerequisites for
officer application and within the evaluation process. This form of assessment on a rotating
basis supports and encourages continuous employee and organizational improvement and
improves individual motivation.
Utilization of the paid-on-call workforce to participate and assist in Department projects
has been intermittent and under-utilized. Currently, the primary use of the POC members is
primarily for call-response and to assist with training as instructional staff. A benefit of a paidon-call workforce model is that the members offer a great variety of skill sets and abilities,
coming from “all walks of life.” Organizations which leverage their employee talents not only
offer engagement for the member, becoming a motivator for continued participation, but also
present opportunities to expand programs and services. One example is the senior safety
program developed in 2020. Paid-on-call members have volunteered to lead and manage this
community outreach program. This is win-win for the community, the Department and the
individual.
The volunteer/paid-on-call fire service is a crucial national resource. The organizational
style of volunteer and paid-on-call fire departments has a significant history in our country and
is a tradition which date back to the roots of the United States. It is not, however, a system
without limitations. The safe and effective staffing of fire apparatus, the response time of fire
department resources to the incident scene, and firefighter safety are at the forefront of issues
challenging the fire service.
The most significant challenge that paid-on-call fire departments face is its ability to
secure and retain a professional staff from the community which it serves. This challenge is
rooted both in the demanding standards intrinsic to the career of firefighting, the service level
provided, expectations unique to the demographics of the community and time constraints of
those “volunteering” their time to serve. Our goal is to provide a consistent, reliable and
predictable level of service utilizing the current staffing model.

20

Of particular concern is whether the Anoka-Champlin Fire Department staffing model
consisting of a predominantly paid-on-call workforce can meet the continuing demand for
service into the next century and provide its services in a safe, efficient and cost-effective
manner. Unfunded mandates and industry standards also challenge todays fire service. AnokaChamplin has not been immune to these factors.
Present-day service is delivered by a combination of full-time and paid-on-call staff. The POC
workforce are supplemented by four full-time operational staff. The Fire Chief and Assistant
Fire Chief are exempt employees, providing administrative and management functions. Two
24-hour shift Captains work a rotating 24-hour shift schedule. This particular twenty-four-hour
shift scheme provides only partial coverage for the total number of shifts available. The
frequent use of paid-on-call members to fill shifts when full-time staff are not available is
burdensome, with shifts often not filled. Unfilled shifts require the full-time Assistant Chief to
provide coverage, or the call-back of one of the two Captains to work at an overtime rate of
pay.
The need to cover shifts is compounded by an agreement the fire department has with
the City of Anoka to provide on-call service for the Anoka Municipal Authority (AMU) a city
water and electric service. This on-call requirement obligates the Department to provide
staffing for a function that has technological solutions and is duplicative of current AMU
practices. The need to provide an on-call presence places undue stain on the current staffing
pattern.
As noted, each full-time Captain has assigned project areas of responsibility. Because
the Captains do not work a typical 40- or 50-hour work week schedule, their 24-hour rotating
schedule allows gaps in Captain availability to complete assignments. From a business
perspective, the 24-hour shift pattern is very unproductive for the continuity, completion and
timeliness of task and assignment completion. Communication of project progress also suffers
due to a low level of communication when the Captains are on their day(s) off.
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Having personnel on-site, in station and available for response is not the issue, as an
immediate and assured response is vital to quickly mitigate life safety events. However, the
current 24-hour shift scheme, using only two-personnel is inefficient, unproductive and poses a
safety concern.
In the past, the American fire service has relied on various apparatus-staffing and
response time “studies” to help determine staffing and deployment strategies. These studies
were not supported by scientific or quantifiable data, leading to false assumptions in fire
department resource allocation. To remain responsive to our stakeholders, the fire service
must use response, staffing, deployment and concentration data derived through scientifically
valid assessment methodology. Matching resources to demand, including agency ability to
handle surge events requires better data analysis, using recent research findings to validate
business mined approaches.

Opportunity for Continuous Improvement: Workforce
A strategically positioned, organizational staffing study should be undertaken to determine
staffing needs into the future. Alternative staffing models may be identified with cost/benefit
analysis considered for each.
Consideration should also be given to moving away from the current 24-hour shift schedule and
adopting other shift patterns/schedules to increase work productivity, consistency and
communication. Each full-time Captain would also assume additional duties such as the
coordination of training activities, facility, fleet and equipment management, pre-planning,
occupational safety and health and performance management programming. The frequency of
fire inspections, initial and re-inspection, and inspections of target and high-value life safety
hazards would also benefit. Work duties/workload could be better distributed.
Movement away from the current 24-hour system should not be undertaken until a
comprehensive staffing plan has been identified and implemented.
The City of Anoka should consider alternatives to the current reliance for the fire department to
staff on-call personnel for the Anoka Municipal Authority.
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An organizational chart (Appendix A) is included.

Operational Effectiveness
The Department demonstrates a high degree of competence when operating on the
incident scene. Members take great pride in their service to community and their commitment
to excellence is notable. Incident management is handled in a capable manner. Incidents are
de-briefed immediately following return to the station. Time taken to discuss actions and
decisions are reviewed and lessons learned applied to future operations. In 2020, Mobile Data
Computers (MDC) were added to several response vehicles to support and enhance emergent
and non-emergent events. The ACFD communication and dispatch service is contracted through
the Anoka County Public Safety Answering Point.

Incident pre-planning is a vital tool which supports the quick and safe resolution of
emergency events. The Department does not have an active fire preplanning program. Planning
activities also have direct implication to emergency management functions on a larger scale.
The Department should embark to develop a pre-plan program that incorporates technology to
facilitate documentation, quick retrieval and updates. The system should be compatible with
the County computer aided dispatch system so that responders receive needed information at
dispatch using mobile data computers. The current apparatus MDC’s do interface with the
County CAD system, making the transfer of information seamless. A combined effort with law
enforcement is recommended so that information can be shared easily during incident response.
Paid-on-call staff should be utilized in pre-planning efforts.

Anoka County has begun the process of developing a Box Alarm system. This mutual aid
resource allocation tool is widely accepted as a gold standard for incident response within the
American fire service. Anoka-Champlin staff are involved in the design of this program and
continue to offer their expertise.

The Department should stive to remain current with new technologies and apply these
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to assist with operational effectiveness. In 2020, the Department added higher-flow fire hose
and nozzles to reflect a need for higher flow rates for fire suppression purpose. Funding should
be reserved for the gradual upgrade of fire service equipment needs.

Fleet and Facilities Management
Fleet management is a vital function of the fire department administration. One of the
most important capital assets of the fire department is the apparatus fleet and capital
equipment.

Having a strategically driven fleet and capital equipment management plan

provides for a managed, designed, responsive and cost-effective system to guide decision to
purchase and replace capital expenditures. The Department has not adopted a comprehensive
fleet and capital equipment management plan.
A comprehensive vehicle replacement and fleet plan is instrumental in the budget
planning process to ensure adequate funding is available for scheduled replacement so to avoid
funding shortfalls. A comprehensive fleet management plan identifies which units to replace
and at what stage in the specific apparatus life cycle. The purpose of a well-researched fleet
plan is based upon a strategic view with the goal of minimizing overall fleet cost, maximizing
vehicle availability and providing the end user with safe, reliable and effective vehicles to
perform their jobs. Vehicles which are obsolete and do not meet the current and anticipated
mission of the department are also considered in the planning process. A comprehensive fleet
management and vehicle replacement program, usually forecasting needs on the long-term; 20
plus years to the future, positions the agency for the best use of limited resources and is fiscally
responsible.

Fire Department stations (facilities) are well maintained and in good operational condition.
Occasional facility upgrades have been added by the respective city. Stations are also current
with technology needs.
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Opportunity for Continuous Improvement: Fleet Management and Facilities
A partnering effort to develop a strategically driven, comprehensive fleet, facilities and capital
procurement and replacement plan is suggested. This partnership should include
representation from the fire and finance departments. As part of the comprehensive plan, an
evaluation of project cost-to-replace should be completed to determine if adequate funds are
reserved to replace apparatus/equipment as scheduled.
A review of facility needs into the future has not been done and is recommended. Funding for
the replacement of interior fixtures, appliances and furniture should be planned.

Emergency Management
Emergency management for both cities is coordinated by the respective Police Chief. The
fire department acts in a supportive role and participates in planning activities as required.
Emphasis should be placed on both police and fire staff to interact on a more frequent basis to
modify existing plans and consider the addition of new contingencies. Both cities are urged to
continue joint planning activities as needed and strive to conduct joint emergency management
exercises every two-years or as required by the State of Minnesota. The relationship between
fire and police staff is strong.

Finance and Budgeting
The ACFD budget is approved by the Joint Powers Fire Board following recommendations
presented by fire and finance department staff. Since the departure of the fire chief in 2019,
the Departments role in the budget preparation process has been limited.

The finance

department(s) assumed the lead role in preparing the fire department budget in 2020 and 2021.
This low level of fire staff participation resulted in limiting needed funding for several key project
areas. As a result, the introduction of new technology, the adoption of new programming and
the replacement of obsolete equipment was limited. In 2021, the City of Champlin’s finance
department adjusted the budget to reflect deficiencies in personnel and select operational line
items. This was a positive step.
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In 2020, the Department was the recipient of COVID CARE Act funding to assist planning,
preparation and responding to the pandemic. As a result of this funding, the department was
able to purchase equipment and services to meet the demands of the health crisis. Future
budgets will need to allocate funding for the CARE Act acquired equipment and provide for the
continued contract of services provided.

The 2020 and 2021 budgets met the basic needs of the Department, a status-quo
philosophy. These budgets do not provide for future growth in programming or the replacement
of dated equipment. The Capital Improvement Plan (CIP) appears to be under-funded in select
equipment and apparatus categories. Staff should determine if adequate replacement funds
are currently in the CIP. The addition of other capital equipment to the CIP such as firefighter
structural turn-out gear, extrication equipment, self-contained breathing apparatus should also
be reviewed. Technology devices such as computers and mobile data computers should be
included in a technology CIP.

To better forecast future expenditures, the Department may consider a further subdivision of key line-item budget(s). For example, to better track expenditures for training
activities, the Training line item could be divided into specific subgroups such as initial recruit,
staff development, tuition reimbursement, specialty schools training.

This supports the

responsible use of public funds and increases the accuracy of the budgeting process. Wage and
salary should also have separate entries for POC and full-time employees to better track
personnel cost.

The use of funding grants to support programming and increase funds for equipment
purchase should be continued. In the past, The Department has received grants though the
Assistance to Firefighters Grant Program to purchase self-contained breathing apparatus. In
2020 the Department was awarded an equipment grant awarded by the Firehouse Subs Pubic
Safety Foundation. The Minnesota Occupational and Safety Health (MN-OSHA) workplace safety
grant program should be pursued for future apparatus and station upgrades. The MN-OSHA
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grant is a shared funding grant, with applications accepted continuously and reviewed every two
months.

Funding reserved for firefighter protective clothing, (structural and wildland protective
ensembles) is underfunded. Compliance with the National Fire Protection Association (NFPA)
standard 1851: Standard on the Selection, Care and Maintenance of Protective Ensembles for
Structural Fire Fighting and Proximity Clothing is vital to reduce the potential of occupational
illness and to protect the health and safety of our firefighters. Standard 1851 also defines a
replacement schedule, inspection, repair and maintenance for elements including garments,
helmets, gloves, footwear and interface components. The Department has a proposed
program which will meet the requirements of NFPA 1851; it requires adequate funding.

Additional funding should be reserved to increase the frequency of firefighter medical
evaluation to meet current industry standards for the health and wellness of fire service
personnel.

Compliance with National Fire Protection Association (NFPA) standard 1581:

Standard on the Comprehensive Occupational Medical Program for Fire Department, requires
annual physical evaluations of all members.

The Department needs to provide medical

evaluations to all members on an annual basis; not the semi-annual scheduling currently inplace.
Revenue may be generated by adopting a fee schedule for fire department conducted
inspections and plan review. Examples include fire plan review, fire alarm system review, fire
sprinkler plan review, hazardous material storge compliance and re-inspections. Revenue
generated would support the over-head cost associated with plan review and inspection
functions.

Citizens and public administrators expect services to be delivered in an effective and
cost-efficient manner. Most don’t question the need for fire department effectiveness, but costefficiency may be of concern. The Department must be able to demonstrate they are providing
cost-efficient operations.
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Opportunities for Continuous Improvement: Finance and Budgeting
The importance of identifying short and longer-term objectives and subsequent
organizational goals is one key to successful budgeting. As stated, the Department has
struggled with this fundamental business requirement. Creating a financial roadmap
cannot be done effectively if the department is operating on a day-to-day basis. A planned
approach to budgeting is required. Engaging finance staff early into the budget process,
frequent communication of department direction and needs with the Operations
Committee, engaging the membership, applying metrics for decision making and adopting
a business mind-set equate to a fiscally responsive budget.

Financia

•

Budget Proces

Conclusion

The Anoka-Champlin Fire Department is an extremely proud and responsive emergency
service agency. The members are very invested and committed to provide the highest level of
care to their communities. The phrase, “service before self” can be readily applied to the fire
staff of the ACFD.
The membership has a strong desire to remain progressive in their services and are
passionate about providing excellent customer care.
Strong, visible and progressive leadership will be needed to lead and support this
continuous improvement philosophy. The Department has many successes and though there
will be challenges, there will also be opportunities to improve; the membership has the energy
and desire to work toward achieving these improvement goals.

ANOKA-CHAMPLIN JOINT POWERS
FIRE BOARD MEETING
DATE: 5/19/2021

AGENDA # 12.1

DESCRIPTION: Paid on Call Firefighter Recruitment and Selection

BACKGROUND: At the January 13th, 2021 board meeting, it was requested that the board approve the
hiring of one (1) paid-on call firefighter for the spring/summer of 2021 recruitment class. After
reviewing numbers we are requesting to add an additional three (3) firefighters making it a total of
four (4) in this process. This would bring us to full staffing of 45 paid-on-call firefighters.

RECOMMENDATION: Approve the hiring of four (4) paid-on-call firefighters for the spring 2021 class
rather than the originally approved one (1) at the January 13, 2021 meeting.

ANOKA-CHAMPLIN JOINT POWERS
FIRE BOARD MEETING
DATE: 5/19/21

AGENDA # 12.2

DESCRIPTION: Scheduling of a Fire Board Work Session

BACKGROUND: Based on the boards desire to meet more frequently for a period of time with the hire
of the new Fire Chief, as well as the need for more discussion on items such as goal setting, and
budget, a work session seems appropriate to have a more free form discussion on these items and
then bring them forward at a future board meeting for action.

RECOMMENDATION: Schedule a work session for June 16th, 2021 at 18:00 and held at the Champlin
City Council Chambers.

