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Improving the Fire Department through lean,
not “firefighting”

Brad Brown
Assistant Fire Chief
Grand Rapids Fire Department
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« 200,217 populatlon -
« 45,3 square miles

« $31,482,122 budget
« 201 Personnel

11 Stations

* 74 Vehicles

« 22,395 Incidents

* 30,697 responses



Why Lean?
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Outcomes

Inputs
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Psychologist Willlam McDougall (1908)

"People are prepared to maintain a custom often at
great cost of effort or discomfort, long after it serves
any useful end"

Resistance to Change

American Social Psychologist Kurt Lewin (1947)

Argued that social norms become “vested
interests” that we become highly protective of.
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Lean as a potential
change to the
system
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* A3 Problem Solving

e 55-Sort, Straighten, Shine,
Standardize, Sustain

* Process Mapping
e Standard Work
* Rapid Improvement Events




Managing to Learn
! 5

Using the A3 management process to solve
problems, gain agreement, mentor, and lead
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by John Shook

2019

» A3 refers to a paper size that Is
roughly equivalentto an 11 x 17
sheet of paper

* The template involves several
well defined steps

* The power is not in the paper, but
the thought process
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Process Mapping

Created: 06/06/2014
Created by: SPO Brown

Grand Rapids Fire Department Last Updated: 2014-10-29

. . . Updated by: A/SPO Gra
Payroll Process — Evaluations (Probation & Merit Pay) pdated by: A/ v
Obtain 2 “Personnel Rating D"ad':e Pz’:”
Forms”. Fill in the “Position”, ron o Send “memo” and evaluation - When there are
N N N o - desktop. Openthe Highlight the i The original ‘When both forms come
The evaluation notice arrives . . ‘Name of Rated Person” and 5 . ! forms hard copy via interoffice . enough done,
Determine the Determine the P S Evaluation merit- rater’s name on i ; notice goes in back from the
from Human Resources , 3 Rating Officer’s Identification ' " mail to supervisors {make note = - have the Deputy
. : > employee’s | employee's2 3 - {—»| probation memo” [—»| eachdocument [—»| || the “Waiting [—»| supervisors, place them [—»f
{currently Emily Zuzek) in hard 5 y "~ - fields (both sides, one for each on the employee form who you . N - N Chief (currently
station and shift. superior officers. N folder. Cheose the and attach the for Evaluations™ in the “Ready to Sign’
copy format. rater). In the upper right corner, correct word rating form sent them to and when they are folder. folder Ch. Sehimeyer)
write the supervisor’s name and ore ingtorm. due). - - sign them.
<tati document (“merit’
fon. or “probation”). l
NMEMERANDUNM som e ety
These are Memo forms. returns them,
mbw;::“n:: Change the “Dte-" fiod. CITY OF GRAND RAPIDS stamp them with
M mﬁ " o Change the "To:" ield (one the Fire Chief's
Payroll/Shared M::N'::"g DATE: Seprear3, 204 (currently Ch.
Library/personnel Cha me,me' dater TO: BC Hasma Knapp) signature
rating form- et oo Bue dute o L Casly as the dept. head.
WPP'?“’:“]"" pdf be two weeks before you FROM:  Payi e
rmat). ,
Pm:::‘::!:::‘;n’:\e for SUBJECT:  Evaluation - FROBATION EVALUATION NOTICE l
each rater] in color. Make 2 sided
e e copies of bath
rating forms and
Ramember 1o ntal by yourname. Thanks the cover page.
PERSOVNELIATING T "o
. -
. EMPLOYEE TRANSACTION AUTHORIZATION FOR:
sosmons__Eire &g o e FemeeE S TR B T
NAMEOF &:rmou;cg;i e Open the “Advice” folder on the
Desktop. Find the employee’s
most recent advice and “save as”
[ Iecocees o
A Ceeae ke et inBa n‘"zd’“ e | e | s |mm-u'-="= whatever the “change” is, with
by ot cide o
Pty i e e T oup the date.
oot e vy m et o e ity e ST e
-

—— - — Use the pay Move the data
o | —““.::‘_ == | B e rate chart to from the red
i = —| = | determine the shaded area to
T — Annual/Hourly the green shaded
— [ S el = T = | : e T rate with or area. Inputthe
for - - l-_.. i \ s | l - Fewie without college new data in the
- (] redit ot harded aren.
i = — o .
e, P = l
= = [ER——
e i
v T i ;
_— = Receive the signed Advice back Send the evaluation Print the form. ¢
¢ notice, rating sheets & goesinthe
) = from HR, place it and the 2 . .
e e et Advice to Human “Waiting for
. LoV veusou o ot neceven ingforms and the evaluation Ly, | pecqurces (currently  f«—| signed copies of
e etk S — notice into the employee’s . - -
- Je— coneurea SV, Emily Zuzek). CC the Fire Advices from
o, personnel file. Destroy the .
naA T et comy o the o Chief and Deputy of Human
'3 unsigned copy of the advice. Support Services. Resources” folder.
AvTHoRzATON: arvmoiea
i gt o — Make sure the unsigned
TR e o copy matches the

signed copy Human
Resources sent back.
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GRFD MEETING MINUTES

1) HOW DOES THIS MEETING FIT INTO THE BIG PICTURE

excellence.

Mission The GRFD will provide the highest level of service to our community through a commitment to

preventative mindset towards all endeavors

The GRFD strives to be an accredited national fire service leader that aligns with community
Vision needs and provides a secure work environment for its members. This is accomplished by diverse
partnerships, increased adaptability, fluid communication, complete transparency and a

Values Honesty-Integrity-Loyalty-Teamwork-Excellence
Pillars Response-Training-Prevention-Wellness
Meeting Scope
Meeting Goals

2) WHO IS IN ATTENDANCE

Name Organization

Present (Y or N, indicate % if not 100%)

3) MEETING ADMINISTRATION

Date: Location:
Scheduled Meeting Start Time:

Scheduled Meeting End Time
Reviewed Minutes and Action Items from Previous Meeting:

Scribe:
Actual Meeting Start Time
Actual Meeting End Time:
Yes No

Next Meeting Date: Location:

Time:

4) REPORT OUT/DISCUSSION

Rev. 2014-06-02

2

GRFD MEETING MINUTES

5) DECISIONS MADE
6) MEETING ACTION ITEMS

# Action Assigned To Deadline Complete

1

2

3

4

5

6

7) ADDITIONAL INFORMATION

5

Rev. 2014-06-02

2019
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Rapid Improvement Events @i¢igo
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Share-Learn-Grow.
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How’s it Going? gﬁﬂi@ﬁ%
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* Push system

* Shotgun
Approach

* Doing lean
to people




Traditional Mutual Aid

METRO AREA
FIRE SERVICE INITIAL EMERGENCY AUTOMATIC AID AGREEMENT
Updated July 2011

THIS AGREEMENT made and entered into by the metropolitan communities of Kent
County identified below on or after August 1, 2011.

WHEREAS, the parties are located in geographic proximity to each other; and

WHEREAS, it is to their mutual advantage and benefit that each of the parties agree to
provide supplemental fire protection for structural fires, vehicle fires, and medical 1
emergencies through Initial Emergency Automatic Aid response; and

WHEREAS, the parties are authorized to enter into this Agreement by virtue of the
provisions of Act 35 of Michigan Public Acts of 1951, as amended, being MSA 5.4081 el
seq., MCLA 124.1 et seq.; and Act 7 of Michigan Public Acts of 1967, Extra Session, as
amended, being MSA 5.4088(1) et seq., MCLA 124.501 et seq.

NOW, THEREFORE, the parties agree:
1. To provide Initial Emergency Automatic Aid Response to and for structural

fires, vehicle fires, and medical 1 emergencies in designated areas, in
accordance with this Agreement and adopted protocols as provided for herein.

——
———
————
———-
——— e
| e @

2. With the approval of this Agreement by the governing body of a participating
Jurisdiction, the Chief Administrative Officer and the fire chief are authorized to
enter into individual response agreement(s) by signing the “Initial Emergency
Automatic Aid Response Protocol Form™ (“Protacol Form™). A copy of the
approved Protocol Form to be used by the parties is attached as Exhibit A and
incorporated by reference.

N
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Lean Mutual Aid

GRCC's
LEAN CHAMPION CERTIFICATION

Most companies today would say they are Lean; however, being a
Impacts and outcomes lean business is not a destination, it's an ever-changing road trip.
from past participants:

Whether you currently consider your workplace Lean, or need help
Line losing money: just getting on the road toward being Lean, GRCC's Lean Champion
* Cost savings per year $300,000 Certification program can help.

» Profitable

* 85% reduction in time Our comprehensive, learning system helps manage, not only the

Wxgeta portoat process changes, bl:ut also the magnitude of cultura’I changes that GRAND RAP'DS COMMUNlTY COLLEG E

Production cell: accompany the Lean conversion process.
* 50% reduction in time
to get a part out

Product development:

 100% of Project Information :
forms completed properly

‘ ‘ In the competitive and economically challenging environment
Small company implementation: . . .
ot s o G0 o . | , that many companies now face, staying ahead of competitors
s Eouchon Dilne - g - | is a must. This is accomplished by meaningful change, aligned

to get a part out
e ‘ il visions and the skillset to make those happen; the Lean Champion
Medical Device ' X Certification achieves that.”
* 33% reduction in time B \ v s

gk pen o8 (/) | e — Brad Brown, Strategic Planning Officer
* 46% reduction in machine & 4 3 - A

eE P e ' Grand Rapids Fire Department

* Rework hours reduced to zero

\

= ™ Association

= _"WE for Manufacturing Share-Learn-Grow.

Excellence,
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If we do not choose to
plan, then we choose to

have others plan for us.”
Richard |. Winwood




Planning
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\ 4

Legend
Master Planning Strategic Planning
Operational Planning Budgetary Planning
Accreditation Planning

= Annual 4 Hour Meeting

(All Command Staff Meetings are 4 Hours)
() =Quarterly 2 Hour Meeting
/\, =Monthly 1 Hour Meeting

] = Bi-Weekly 1/2 Hour Meeting

This calendar is dynamic in nature and subject to change!
Meetings will: Occur if three or more are present, start on time, end on time, and utilize the standard templates.
Scheduling goals: No Mondays or Fridays, No Tuesday mornings (payroll processing takes precedence).

Created by: GRFD Planning Division
Last Updated: 2019-03-11

GRFD Integrated Planning Calendar

2018 2019 2020
January 18 February 18 March 18 January 19 February 19 March 19 January 20 February 20 March 20
SuMo TuWeTh Fr Sa Su Mo Tu We Th fr Sa SuMo Tu We Th Fr Sa Su Mo TuWe Th Fr Sa Su Mo Tu We ™ Fr Ss SuMo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa SuMo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa
W:: 56 172 3 2 3 25374 s 1,2 1 2 273 4 12 45876 7
7 @) 13 4@&7&9 10 4 5A7 9 10 6 7 9 (91 1 ] 3 A Ae778 o 5 6 O 2 8 5 10 gAANB 1
14 .g%n 18 19 20 112 13ANS 16 17 Mz,—, 17 13 14 15°(6) 17 18 19 101 12 16 011 12 13 16 15 16 2 13 u@ls 17 18 s 15 16 17A)9 0 2
2 2 23 27 18 gzn 2 2 18 Azu 21 2 2 o[z = 5 2 v [ e Azx 2 2 7 mle 2 23 w2 ZE2 s 1 2 23 2 s[@y s
30 31 25 pe\27 28 5 2 27 28 A. 31 27 28 29 30 31 2 25 26 27 5] 24 25 26 27 28 29 30 2% 27 28 29 30 3 3 29 30 31
31
April 18 May 18 June 18 April 19 May 19 June 19 April 20 May 20 June 20
Su Mo Tu We T Fr Sa SuMo Tu We Th FroSa Su Mo Tu We Th Fr Sa Su Mo Tu We T Fr Sa Su Mo Tu We T Fr Sa Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa SuMo Tu We Th Fr Sa
12 4°5°6 7 5 12 1 3745 6 17273 4 1 15273 4 2 6
8 9 A] ®13 14 6 1 12 3 a A 8§ 7.8 9 gt 1 12 13 5 9 1011 2 3 ﬁ $5677 8 5 6 A @. 1u 3 9 7 13
15 16 17%] 20 2 13 )5 Al7 18 19 10 11 12 15 16 14 2 A 18 .ZD 12 15 17 18 9 10 12 13 14 15 2 13 14 16 17 18 10 1 16 4 15 XEAIB 19 20
2@u's sz 8 20 AN22 23 pA 25 26 17 18 19 20 3 2 23 2122 23 20 25 26 27 1920 21 2 23 24 25 16 17 18 Azo a2 190 2 2@ s 17 18 19£u 2 2 n 23 2
29 3 o e 0 n 2 5 2% 27 An 30 28 29 [3g) s R » © 2 23 22526 27 28 28 % 27 28 29 % 2 [l s v [E e o 8 29 30
30 31
July 18 August 18 September 18 July 19 August 19 September 19 July 20 August 20 September 20
SuMo TuWe Th Fr Sa Su Mo Tu We Th Fr Sa Su Mo TuWe Th FrSa Su Mo Ty We Th Fr Sa Su Mo Tu We Th Fr Sa SuMo Ty We Th Fr Sa SuMo TuWe Th Fr S Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr S3
12 B:s 4 1 1 s Ws e 3 1.&4 7 1 25374 s
asé\x 13 14 s 10 11 z- 55677 8 7 8 9 10%a1712) 13 10 8 9 10 y AN13 1 5 6 2 8 3 D A 12
5 16 9 20 21 12 131 Axs 17 18 9 wAu M s s @R B 0 1 1 nA 17 15 16 17 1 0 2 23 9 10 A 15 13 14 15 Ae\17 18 19
22 23 24 2 17 28 19 20 21 21 24 25 16 17 18 AAZ! 2 21 2 23 4 A?B 27 18 19 20 Z‘A 24 2 23 4 AZ7 28 19 20 16 17 AZU n 2 20 21 22 23 25 26
29 30 31 26 27 28 29 30 31 23 24 25 26 AN 2 8 29 30 3 326 27 8 ® 0 AN 2 % 2 23 24 25 2% 29 27 2 29 30
0 0 31
October 18 November 18 December 18 October 19 November 19 December 19 October 20 November 20 December 20
Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa su We Th Fr S S Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa Su Mo Tu We Th Fr Sa
1 2 35475 6 172 13 1 25374 s 102 1 2 A 7 172 3 12 45576 7 25374 s
75&10 2 13 47&9::' 28 677 & 6 7 8 9 112 3 6278 3 8 9 13 16 55&789:0 8 6 7 8 1 12
1 15 16 (@)1 19 20 u TAE s v 9 10 1 A 15 13 14 15 16 1 19 10 AA1s 1 15 16 17Ax9 0 2 nu @B s 5 13 14 15&17 18 19
n 223 u Azs 27 18 19 20 zzgn 2 16 17 18 19 20 21 22 02 2 2% 2 17 18 19 40\ 22 23 2 2 18 19 20 21 2 2 eem | ES
28 29 30 31 25 26 27 28 AW S | EOEE 27 28 29 30 3 20 25 26 LN 22 o 2% 3 31 25 26 27 28 29 0 3t 2 27 28 29 20 3
30 31

Holidays =[] Weekend holidays are observed on the adjacent weekday.

January 1, July 4, December 24 & 25

MLK - 2018-01-15/2019-01-21/2020-01-20
President’s Day - 2018-02-19/2019-02-18/2020-02-17
Good Friday - 2018-03-30/2019-04-19/2020-04-10

Memorial Day - 2018-05-28/2019-05-27/2020-05-25
Labor Day - 2018-09-03/2019-09-02/2020-09-07
Veteran’s Day - 2018-11-12/2019-11-11/2020-11-11
Thanksgiving Day - 2018-11-22/2019-11-28/2020-11-26

Master Planning = Ties together all GRFD plans and measure their progress at the macro level. Resource alignment will be key.
Strategic Planning = Will be to assess the adopted plan, track its performance, and to create a new strategic plan.
Operational Planning = To evaluate and measure the 4-Pillars. Focus on each pillar’s strategy, objectives, initiatives, and targets.

Budgetary Planning = Will evaluate the progress of each of the areas and programs, Forecasting and planning will also be involved.

Accreditation Planning = Progress on Strategic and Specific Recommendations will be discussed and reviewed.




'BEST JOB IN THE WORLD"
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Strategic and Operational 1.

Planning Review Team

6 Month 2

(July—December 2017)
Priorities/Opportunities

Response

Replacement apparatus - E3 and E4
order has been placed with
Rosenbauer

. Support Vehicles - Conceptual

discussions taking place

. Strengthen the Recruit Mentoring
Program 2.

. Update the Training Center

. Attend a Station Design Conference

Training

. Host 1-3 NFA Classes 1.

replacement plan 3.

Use Monroe and Division as satellite
Training Centers

Prevention
Commercial Occupancy Public
Education handouts

Update Fire Life Safety contractor
information

Contribute to the State of Michigan
Community Risk Reduction task force

. Long term plan for marketing and

. Include an Employee Satisfaction

Wellness

. Designate a 40 Hour point of contact |1.

managing interns 2.

Section in the next Internal Survey

Support Services

Public Information Officer - Identify

personnel and schedule training
Succession Training - Identify
personnel and training courses for
development
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MISSION
FY19-FY21 VISION
STRATEGIC PLAN  varues

Effective all hazards
deployment model with

DESIRED appropriate staff and ensure sustainability and
OUTCOME apparatus growth at all ranks
Increase community Comprehensive training
FY19 awareness of firefighting, curriculum developlment
STRATEGIES EMS, and Special
Operations
Ensure appropriate Implementation of training
FY20 response to high-risk curriculum
STRATEGIES building and events
Increase staffing levels to Evaluate training
FY21 meet community risks curriculum and make

STRATEGIES

Provide the appropriate
skills and education to

adjustments

I clas r
. )i . "».:','. AT
Owner Owner
Wes Kelly Eric Dokter
Backup Backup
Steve Lohman Don Gerkey
PREVENTION

Create a safer community
by implementing an
effective community risk
reduction program

Perform a community risk
assessment to identify
areas of concern

Develop formal community
risk reduction modules

Implementation of the
community risk reduction
plan

Owner
Kathy Thompson

Backup
Todd VanderWall

WELLNESS

A healthier workforce
through researching,
designing, and
implementing a structured
wellness program

Research baseline
insurance costs to ensure
best value

Design and develop a
structured wellness
program

Implement and evaluate
programmatic changes to
the wellness plan

Owner
Ron Tennant

Backup
Brad Brown

SUPPORT SERVICES

Provide continuous
improvement of resources
in a deliberate and planned
manner

Ensure continuity of
operations through
development of a
promotion pathway and
succession plan

Development of a diverse

hiring plan to ensure our

workforce represents the
community we serve

Provide comprehensive
asset management in a
fiscally responsible manner
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Managing for Dally CHICAGO 8¢
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Performance Indicator 3C.1
Some form of organizational
management process is identified
and used to track progress and
results of agency goals and
objectives relating to general
organizational and operational
programs




MDI Core Tenets ST Pe
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Simple and Visual
Clearly Defined Goals
Data Driven

Frequent Face to Face
Communication !




GRFD MDI Cascade of Events

5 Year City Sustainability Plan

3 Year GRFD Strategic Plan

1 Year GRFD Operational Plan

6 Month SP/OP Report
Quarterly Metrics

Monthly Goals

Weekly MDI Walk
Daily Huddles

Personal Kanban

==AME &
AL L ofr e
INTERNATIONAL CONFERENCE Q‘ /

MDI Timing
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Service NTERNATIONAL CONFERENCE

Leaders 2019

High Quality Emergency
Response

MDI Alignment

Training
Prevention
Wellness
Support Services

Continuous Improvement Mindset



Initial
Try
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Continuous Improvement
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Huddles-Daily Questions CFII CAGO $ Ovrm, ’
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2019

 What did you learn
yesterday?

 What are you doing
today?

 What help do you
need?



- - = AVE
There 1s a continual process of > = ado

. INTERNATIONAL CONFERENCE " /
checking to make sure that what
1s done each day reflects the

intentions, the targets, the vision Huddles-

of what the organization has Why do we

agreed to pursue. nvest the
time?

Akao, Y. (1991). Hoshin Kanrin Policy development for
successful TOM. Cambridge, MA. Productivity Press.
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Huddles-Weekly Questions GTIICAGO OOW

Weekly Huddle Questions Strategic Alignment Checklist
1. What were your major accomplishments How does your work align with:
last week? 1 City Sustainability Plan?
2. What did you learn last week? | GRFD Strategic Plan?
3. How does your work this week align with "I GRFD Operational Plan?

the strategic goals of the department? "I Monthly Work Planning?

(Turn Card Over) >

"] Personal Kanban?

4. Do you need any help? (Return to Question 4) >




Daily Huddles

2019

PARTICIPANTS x 20 Participants - @
Presenters (12)

® Boyer, Joel ® 4 a W

® Brown, Brad ® 4 11l m

® Carley, Doug (=] B

@ Dokter, Eric Q@ 4 11

® Fankhauser, Mark ®© ¥ 1| =

® Felix, Margaret ® 4 11 m

@ Holmes, Justin 9 4 Il m

® Johnson, Jack ® 4 mm e u S e O r
@ Jordan Van Overloop Q@ 4 110

® Lohman, Steven Z 1l =

® Marchinda, David ® 4 B2 -
® VanderWall, Todd ® 4 m W

Attendees (8) e O r a I
& Burton Guest ® 4 m W

& chester Guest ® 4 ma W .

& Dawn Guest ® ¥ 1| =

I d ISpersed
& kzoo Guest [=} = W

& markn Guest ® 4 m W

& ResScue Guest § 2 Il

R workforce

CarIe;, Doug




Personal Kanban

2019

* A pull system to visualize workload and flow
Easy to implement and maintain

Personal Kanban

Mapping Work | Navigating Life

20 Tenianne DeMaria Barry




How's it Going?

"Everything is
awesome, everything
IS cool when you are

part of a team,

everything is
awesome when we're
living our dream”

From the Lego Movie



External Feedback
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Helen DeVos Jﬂ]\

children’s hospital

amember of SPECTRUM HEALTH
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External Feedback
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3o MERCY HEALTH
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Leading on the Edge

“If you want to understand how one organization can change the
competitive rules of the game for an entire industry, read this book.”

s L. Heskett, BAKER FOUNDATION PROFESSOR,

The e
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Using the Power of

Relationships to Achieve

High Performance

JODY HiOREERSGITLTEL |

¢ Select and train
for teamwork

e Shared
accountability
and rewards

e Shared conflict
resolution

e Boundary
spanner roles

e Team meetings

e Shared
protocols

e Shared

information

systems

Relational

Coordination

* Frequent
e Timely
e Accurate

e Problem Solving
Communication

¢ Shared Goals

¢ Shared
Knowledge

e Mutual Respect

Performance
Outcomes

e Quality and
Safety

e Efficiency and
Finance

e Client
Engagement

e Worker
Engagement

e Learning and

Innovation
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Thank You!

Your opinion is important to us!

Please take a moment to complete the survey using the
conference mobile app.

Session No: TS/14
Improving the Fire Department through Lean, Not Firefighting
Brad Brown
Grand Rapids Fire Department
bbrown@aqrcity.us
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