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Foreword 
 
 
 
 

The Poudre Fire Authority is a multi-faceted entity.  As PFA’s Mission and 
Vision Statements outline, we are an organization, a family and a community 
partner.  This document attempts to capture the fundamentals of each of these 
characteristics in more detail, and describe the standards we strive to achieve as 
individuals and as a team.  
 

The “PFA Mission, Vision and Values” document is based on the broad 
concepts expressed in our Vision, and its intent is to detail and clarify the Vision’s 
underlying ideas.  It was developed through input from the entire organization and 
brought together by a group of PFA personnel with a broad diversity of ideas and 
backgrounds.  It is a dynamic document, one that will be an ongoing work-in-
progress – because PFA itself will always be changing, evolving and growing. 
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Preamble to the PFA Mission, Vision and Values 
By Chief John Mulligan 
 
 
My thoughts regarding some of the concepts that we now regard as part of the PFA Mission, 
Vision and Values originated out of organizational development studies I did in the early 1970’s 
while working on a masters degree in Public Administration.  I took many of my experiences and 
observations that I had accumulated during my fire-service career up to that point.  I was a 
Battalion Chief at that time and began developing a philosophy on how to work toward 
developing an organization, i.e., a fire department that incorporated a number of concepts that I 
felt would be more effective than the way fire departments of that time were being managed.  
There were several concepts that I felt would be essential in achieving my goal. 
 
1. A Fun Place to Work 

I believe that the job of being a firefighter is inherently a fun job.  You cannot say that about 
a lot of jobs out there.  I know from my experience that in many departments, firefighters did 
not feel that way.  What was it about their departments that made it unpleasant to come to 
work? 
 

2. Contribution 
Allow members to contribute to the department success in as many ways as possible.  
Members need to become involved to help solve problems, understand how the system 
works, and to know that they have a stake in a system they helped to create. 

 
3. Core Competencies 

Develop a department that is very good at doing the core jobs that we were hired to do.  I 
believe that this is accomplished by having a first-class training system.  I believe that only a 
fire department that has confidence in its ability to accomplish its mission effectively and 
safely will be able to move to a higher level of accomplishment. 
 

4. Value the People in the Department 
One of the saddest things that I saw early in my career was a great number of very talented 
individuals who could not contribute to their organization because they did not hold a high 
enough rank.  Many spent their energy and ability operating successful businesses.  Their fire 
department had lost a valuable resource that could have been utilized to make the department 
better. 
 
In order to have people who are committed to doing the best job possible and have a 
commitment to customer service, we must treat our workforce with respect.  We value their 
input and their work in helping to solve problems.  This is an essential foundation of a 
bottom-driven organization. 
 
It is only through broad PFA member participation in managing and developing PFA that it 
is possible to maintain a world-class status.  Our organizational improvement process that we  
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began in 2007 is designed to engage members in a dynamic march into the future.  
Development of the PFA Mission, Vision and Values is part of that process.  We will roll out  
more opportunities for critical member involvement in 2009 and are open to discussing other 
opportunities any members may have. 
 

5. Always Look for Ways to Improve 
 I believe it is impossible for an organization to stay the same.  You are either getting better or 

getting worse.  Only through focusing on continuous improvement can you ensure that you 
are getting better. 

 
6. Develop Ways to Prove That You Are Doing a Good Job 

Many fire departments do a good job but they are unable to show their policy makers, e.g., 
City Council or Board of Directors, that they are.  Modern management requires that 
organizations be able to quantify their performance and thus deserve the financial support 
they receive.  Through the strategic planning process, PFA has developed a world-class 
system of measurement that quantifies standards of performance not only for ourselves but in 
comparison to other fire departments. 
 

7. Cooperative Labor Relations 
Our personnel and labor relations will be a cooperative partnership.  We will listen to one 
another and engage in constructive dialog to resolve conflicts, identify issues and craft 
solutions.  We can all be proud of this respectful and proactive behavior that has served the 
members of PFA well over the past 30 years.  
 

8. Long-Range Strategic Plans 
Long-range planning allows us to focus on long-term goals and strategies, keeping the 
organization focused on where we are going and what we need to accomplish to get there. 

 
 

 



 

 

 

 
PFA Mission 

 
 

To protect citizens and their property by being prompt, skillful, and caring. 
 

 
 
 

PFA Vision 
 

 
To be recognized by our community and employees as: 

�  The model of excellence in providing fire protection and emergency services. 

�  A financially responsible partner in the community sharing a sense of destiny with 

citizens, service providers, and businesses. 

�  A learning organization employing knowledge and empowerment to create an 

atmosphere of professionalism, involvement, and change. 

�  A diverse family of employees who are secure in their employment who treat each other 

with respect, courtesy, and dignity. 
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PFA Mission, Vision and Values – Introduction 

 

The PFA Mission, Vision and Values is based on the fundamental principle that we as 
members of Poudre Fire Authority (PFA) are the foundation of this organization; therefore, the 
organization can be no better or stronger than we are.  Being a part of PFA is more than an 
occupation; it includes a commitment and responsibility to the public and to the other members 
of our family and team.  This commitment must be backed with individual responsibility and 
accountability, and a commitment to the organization’s goals and values. The PFA Mission, 
Vision and Values is intended to communicate to existing and new members the expectations for 
individual behavior and performance, guidelines for leadership, and the guiding principles we all 
use when interacting with each other. The purpose of this document is to ensure every PFA 
employee knows specifically what is expected of us, so we can fulfill the Mission and attain the 
Vision.  By affiliating with the organization, we acknowledge that our actions both on and off 
duty are a reflection of the PFA.  
 

The Mission and Vision statements – created some years ago and stated elsewhere in this 
document - define what is important to the organization.  In a broad sense, they describe what we 
need to do and how we are obligated to act. We are committed to excellence both internally and 
externally.  The responsibility to learn and practice the PFA Mission, Vision and Values is ours.  
We voluntarily chose to be members of this family and team.  We avoid doing “just good enough 
to get by” and avoid actions that are destructive to each other.  Our pride in the organization and 
our positive commitment to quality and to each other has made us what we are today.  Through 
constant assessment and positive change, these traits will sustain us in the future.  Remembering 
this should help guide our conduct at all times.  The philosophy described in the PFA Mission, 
Vision and Values provides in great detail the way we are to perform, behave, treat each other 
and interact – no matter what rank or title we attain during our careers.  Living this philosophy is 
not easy.  It requires a constant, conscious effort on the part of all of us, every day.  This 
document is intended to describe and maintain an environment in which the organization can 
remain committed to its mission and at the same time, improve the capability of the members, 
keeping us motivated, healthy and productive, and allow all members the opportunity for job 
satisfaction that exceeds even their own expectations. 
 

PFA will never be perfect because people are not perfect.  It will only be as good as we 
commit to making it.  Organizational imperfections will always exist and can provide the clues 
needed to direct change and create improvement in the system.  Therefore, if we recognize 
imperfections as opportunities to improve, then we can keep them in perspective and continue to 
move the organization forward. 
 

The PFA Mission, Vision and Values reminds us of the importance of always treating 
each other and our customers with the utmost respect and professionalism.  Every one of us plays 
a crucial role in this great organization.  A foundation of quality core values provides a solid 
platform for us to build a strong team and family.  The citizens we serve and protect need to be 
able to depend on us, both individually and as a team, every second of every day.  In order to 
accomplish the PFA Mission and attain the PFA Vision, it will take all of us working together as 
a team. Thus, the PFA Mission, Vision and Values is a product of the relationships among 
individual members, and the unique contributions of each firefighter, captain, chief officer and 
staff person.   
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 PFA Mission, Vision and Values – Cultural Philosophy 

 

This section of the PFA Mission, Vision and Values describes cultural expectations that 
encourage positive, constructive interaction.  It sets forth the standards and expectations we are 
dedicated to achieving, and is intended to be a standard by which to measure our internal 
behavior and our organizational health. 
 

Each of us is responsible and accountable for our own attitude and performance.  
Consequently, each of us is expected to manage our own behavior in a manner that reflects the 
cultural philosophy of our organization.  There are some things that only we can do for ourselves 
and we will only receive the respect that we earn, no matter what our formal position in the 
organization.  Our reputation is one of our most valuable possessions; focus on it, and remember 
- it starts the day you join the PFA. 

 
Effective teams communicate well internally and externally and demonstrate respect and 

consideration for all members of the organization regardless of rank or tenure.  There are 
generally very few organizational secrets and creating unnecessary intrigue over an issue can 
result in distrust in the system.  While sometimes challenging, it is best to keep issues in the 
organization out in the open for discussion.  Care, compassion and consideration must be 
practiced throughout the organization, from the top down and from the bottom up.  As 
individuals, we are very important, but never more important than the team itself.  
 

When describing any guiding set of principles or underlying beliefs, it is difficult not to 
sound idealistic.  We are a group in which each member has to choose to belong and in doing so, 
agrees to adhere to certain expectations and standards of behavior that are not optional. We 
individually and collectively care about the well-being of our fellow members and are concerned 
with preserving the well-being of our organization because it serves the common good of the 
citizens we protect.  To accomplish this, the following behaviors are to be practiced on a daily 
basis by all members: 
 

The Golden Rule:  Do unto others as you would have them do unto you. 
 
Honesty/Integrity:  Being honest means being truthful and upright at all times, despite 
pressures to do otherwise.  People of integrity are those who possess high ethical 
standards, are honest in word and deed, and true to themselves.  We present ourselves 
only as we truly are. 
 
Respectful:  This means recognizing and appreciating the inherent dignity and worth of 
all people.  Honor everyone's individual worth by treating all people with equal dignity 
and respect. 
 
Supportive:  Promote the interests of others.  Work hard to help others in the 
development and achievement of their personal and professional goals. 

 
Tolerant/Accepting:�� Respecting and honoring individual and cultural diversity is 
critical in our organization and society in general.  Accept the differences in one another, 
as these differences make us stronger as a team and better able to serve the needs of our  
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diverse internal and external community. Being flexible and non-judgmental are keys to 
developing heightened levels of acceptance and understanding within the organization.  

 
Ideals 
The PFA Mission, Vision and Values defines the organization’s cultural philosophy and 
encourages members to provide their best support toward each other. PFA members should: 

·  Possess the essential attributes that exemplify the PFA Mission, Vision, and Values. 
·  Seek opportunities to create change in the organization in order to continue to be 

successful. 
·  Take responsibility for the health of the organization. 
·  Support, abide by and promote the PFA Mission, Vision and Values. 
·  Take personal responsibility for their own attitude, behavior and performance. 

 
Supporting Each Other 
All members have an inherent responsibility to reach out and support those who have somehow 
lost their way. If job-related failures occur or disciplinary action is needed, the PFA and its 
members have a responsibility to support and help those involved to “re-enter” the organization 
so long as those members are willing to put forth a sincere effort to help themselves. 
 
Essential Attributes that Exemplify the PFA Mission, Vision and Values 
Each member must accept the responsibility associated with maintaining our cultural 
environment, delivering quality service, cultivating change and improving the organization. This 
requires a high level of commitment by all involved if it is to be effective. It often demands 
placing the best interests of the public we serve and the organization first, and our own personal 
interests or needs second.  Personal respect and individual integrity are essential ingredients of a 
positive, unified work environment, and a healthy organization. 
   
PFA members strive to be: 

·  Always helpful and respectful to each other and the public. 
·  Intelligent, skilled, productive and self-disciplined. 
·  Inquisitive but respectful in their demeanor. 
·  Committed, accountable, loyal and team players. 
·  Healthy and physically fit. 
·  Appreciative of other PFA members and the PFA Community. 
·  Positive, supportive and forgiving. 
·  Committed to continuous, honest communications between all levels of the organization. 

 
PFA members are willing to: 

·  Seek the truth and clarify issues by being professional, rather than spreading gossip and 
rumors. 

·  Admit when they are wrong and take responsibility for their actions. 
·  Look beyond personal wants and needs, when necessary, for the greater good of the 

organization. 
·  Coordinate, lead and take responsibility at every level, everywhere and at any time. 
·  Maintain an on-going commitment and sincere desire to be a member. 
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·  Provide a success-oriented environment for all members. 
·  Provide peer-based leadership and support. 

 
PFA members display teamwork through: 

·  Unity - identifying themselves with the goals of the team and organization. 
·  Cooperation - agreeing to work together to achieve common solutions to challenges. 
·  Ownership - accepting and sharing collective responsibility for success or failure. 
·  Organizational breadth – recognizing we’re a diverse family of employees and there is 

often more than one idea, perspective or point of view on a given issue. 
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PFA Mission, Vision and Values – Ethical Behavior 

 

In conjunction with the PFA Personnel Rules and Regulations, this section of he PFA 
Mission, Vision and Values document provides a guideline for how we, as members of the 
Poudre Fire Authority, strive to treat each other, members of other agencies and our external 
customers on a daily basis. 
 
Webster’s Third New International Dictionary defines ethical as –“being in accord with 
approved standards of behavior or a socially or professionally accepted code.”  As ethical 
members of PFA, we will: 

·  Follow PFA Rules and Regulations regarding conduct. 
·  Always strive to conduct ourselves in a manner that reflects favorably on the PFA. 
·  Conduct ourselves in a manner that is ethically and legally above reproach. 
·  Keep ourselves informed so that we may do our jobs effectively. 
·  Operate safely and encourage others to do so as well by creating a culture of safety. 
·  Be mission ready from the moment we put our gear on the rig until our shift ends. 
·  Treat each other with respect, courtesy and dignity. 
·  Treat our customers with empathy. 

 
As ethical members of PFA, we will not: 

·  Use our position within the department for personal gain or influence. 
·  Seek or accept special favors from anyone as a result of our position. 
·  Expect someone else to do our work for us. 
·  Be disrespectful to each other, other agencies or customers. 
·  Leave one of our own behind, in any situation, literally or figuratively. 

 
Each of us has a responsibility to each other whether on or off duty. Remember, members of the 
public often know that we are firefighters and that we work for them. 
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PFA Mission, Vision and Values – Customer Service 

 

The Poudre Fire Authority’s priority is to deliver the best customer service possible.  
Customer service is generally defined as “the ability of an organization to consistently give its 
customers what they want.”  Our goal is to exceed our customer’s expectations by being prompt, 
skillful and caring.  Exceptional customer service results when the organization empowers us to 
deliver quality service. It requires a personal commitment from each of us, as well as 
organizational support and leadership. 

 
The term customer within Poudre Fire Authority does not apply just to those citizens who 

receive our formal service delivery.  We have expanded our definition to include all persons both 
internal and external. A customer is anyone who receives our services or with whom our 
members have dealings. This includes each other!  Some examples of this expanded definition 
include: 

·  The actual service recipient 
·  Anyone who knows or is closely related to the service recipient (e.g., family, friends, 

neighbors, pets, etc.) 
·  People we encounter directly or indirectly during our workday (e.g., members of agencies 

with whom we do business, residents and tourists who visit our workplace, those who see 
us at work and even those we pass on the road). Every interaction with our customers is 
an opportunity to solve their problem and leave a positive impression of the PFA and its 
members 

·  Each person associated and employed with PFA 
 
 
Guidelines for Exceptional Customer Service  
 

 Exceptional customer service is added value to the customer. It is the result of the PFA 
having a philosophy where members are empowered by the organization to operate between the 
lines providing a caring service with both quality and value.  Member empowerment means the 
organization delegates official authority to its members and trusts them to make appropriate 
decisions regarding customer service. To determine if they are empowered to perform a task as a 
needed customer service, employees should ask themselves: 
 

·  Is it the right thing for the customer? 
·  Is it the right thing for the PFA? 
·  Is it safe, legal, ethical and nice? 
·  Is it something that would look appropriate to others? 
·  Is it at your organizational level? 
·  Is it something for which you are willing to be accountable? 
·  Is it consistent with our mission, values and policies? 
·  Does it need to be done? 

 
If the answer is “yes” to these questions, members don’t need to ask permission; they are 
empowered by the organization to do it!  
 

Membership in the PFA Family is a privilege and carries with it responsibilities and  
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expectations.  Understanding them will ensure the success of our organization and fulfill our 
department mission.  This begins with viewing everyone as a customer and knowing it is our job 
to respond to the customer’s needs.  Those who need our services at any level cannot be viewed 
as interruptions to our work; they are our work.  On occasions when we don’t feel nice, we must 
still strive to offer the highest levels of customer service. If members in our organization 
struggle, it is our responsibility to help them. “We” are the PFA and “We” are only as strong as 
our weakest members.   
 
 
 

 
 
 
 
 
 
 
 

11 
 
 

 



 

 

 
 

 
 
 
 

Leadership 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

12



 PFA Mission, Vision and Values – Leadership 

 

 Leadership is critical in order for us to achieve our Mission and Vision.  Without solid 
and clear leadership, the Mission and Vision will be merely words on paper or plaques without 
meaning, purpose or direction.  We have a responsibility to ensure that we are always meeting 
benchmarks and customer expectations, both internal (us) and external (citizens, other fire 
departments, city and county departments, and whoever needs our leadership).  Leadership, 
along with followership, makes up the foundation upon which the organization is built. 
 

Some leaders are formally recognized with rank and organizational structure.   Some are 
informally respected and viewed as leaders by their demonstrated ability on the fireground, in the 
firehouse, the Fire Prevention Bureau, Administration, Training, the mechanic’s bay, and in their 
families and the community.  It is not easy to define what leadership actually means to everyone.  
But it is important to mention certain characteristics that are necessary to possess and display in 
order to be regarded as a leader.  This document presents a definition, an expectation, and puts 
forth a standard of leadership for this organization.  The Poudre Fire Authority's definition of 
leadership is:  
 

            “Leadership is influencing people by providing purpose, direction 
and inspiration while operating to accomplish the PFA Mission and PFA 
Vision; always striving to improve the organization." 

 
Leadership Principles and Attributes 

 
Four principles are required to be considered a leader: Character, Competence and Vision 

all linked together with Trust.  Character and Competence build trust among those who are being 
led.  Competence and character must co-exist in a leader; the concept of trustworthiness is the art 
of setting the example on both counts.  Vision is seeing the end state or where you want to go/be 
and followers trusting in that vision.  These principles have stood the test of time and are 
essential for leadership to take place.   
 
Trust 

Trust is the most critical leadership principle.  Leadership is based on trust - trust in the 
leader's vision, trust in the leader's competence and character, trust in the leader's respect and 
care for those under his/her supervision.  It is gained through character and competence, and 
through a coherent vision and programs designed to achieve the objectives and accomplish the 
mission.  Only when people trust their leaders will they follow them voluntarily.  
Trustworthiness combines the ability and willingness to act in good faith, regardless of 
circumstances, toward the right purpose.  In order for someone to be regarded as a leader, the 
followers have to respect and trust them.   
 

Treating others with dignity, having a sense of humility, understanding the importance of 
people's contributions, and letting everyone know they are valued members of the organization 
add to a leader's trustworthiness.  Every effective bond between people has trust as its bedrock.  
Every failed relationship is ultimately an actual or perceived breech of that trust.  Successful 
leaders earn the trust of others and in doing so, inspire their spirit and the act of following.   

                                                                            13 
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Character 
 
What people believe and how they act make up their character.  Characters helps us know 

and do what is right, all the time and whatever the cost.  A leader must have the foundation in 
character to distinguish right from wrong and have the fundamental courage to do what is right, 
regardless of the circumstances or the consequences.  What's more, an informed, ethical 
conscience, consistent with good values, steels a person for making the right choices when faced 
with tough questions and hard decisions.  Be a person of character.  Character is made up of 
these values: respect, integrity, duty and caring. 
 

 
Respect 

Respect is the genuine regard a leader shows for others.  Such regard is only possible 
with the recognition that all people share a common humanity and as a result, command a 
level of respect as good human beings.  Mutual respect and a genuine sense of caring add 
fiber to the culture of trust and thereby solidify the relationship between leaders and their 
team, as well as among peers.  Mutual respect involves actions such as: 

·  Seeking to understand people's background, seeing things from their perspective 
and appreciating what's important to them.   

·  Fostering a climate in which everyone is treated with dignity and respect 
regardless of race, gender, creed or religious belief.   

·  Creating an environment in which members of your team can develop and reach 
their full potential.   

·  Taking the time to learn what your team members want to accomplish.   
·  Taking the time and make the effort to advise people on how they can grow, 

personally and professionally.  
 

Integrity  
Leaders of integrity make their principles known and consistently act in accordance 

with them.  This organization needs leaders of integrity who possess high ethical 
standards and are honest in word and deed.  Leadership involves: 

·  Being honest, truthful and upright all the time, despite pressures to do otherwise. 
·  Maintaining high ethical standards and being true to oneself. 
·  Presenting oneself only as he/she truly is. 
·  Saying what you mean and doing what you say. 
·  Doing the right thing, not because it's convenient or because there is no other 

choice, but because character permits no less. 
·  Always acting according to what is right, even at personal cost. 

 
Duty 

The spirit of selfless service and duty is built on personal trust and regard for fellow 
co-workers.  Duty begins with fulfilling obligations professionally, legally and ethically.  
Devotion to duty includes: 

·  Doing work to the very best of one’s ability, not just the minimum standard.   
·  Committing to excellence in all aspects of professional responsibility.  
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·  Taking the initiative, figuring out what needs to be done before being told.  
·  Taking full responsibility for individual and team actions. 
·  Never shading the truth and always doing what is ethically correct. 
·  Being proficient in one’s job, both technically and as a leader. 
·  Making sound and timely decisions. 
·  Ensuring that tasks are understood, supervised and accomplished (don't micro-

manage). 
·  Mentoring others for the future. 

 
 Caring 

A leader is the human caretaker whose duty is to provide for the needs of others 
over the needs of self.  Everything a leader does must demonstrate to co-workers a 
constant, ongoing concern for their welfare and commitment to their benefit.  Those who 
are well-looked-after turn out to be grateful and grow in their loyalty.  Caring is the art of 
doing what is best for those whom the leader serves.  Be a caring person and take care of 
others. 
 

Competence 
 

A leader demonstrates the skill and competence necessary to instill confidence in others that 
the leader knows what he or she is doing.  Competence means much more than being well-
trained.  It links character (knowing the right thing to do) and leadership (doing or influencing 
your people to do the right thing).  Leaders are responsible for being personally competent, but 
even that isn't enough; leaders are responsible for their people’s competence. Leaders need to 
combine interpersonal, conceptual, technical and tactical skills to accomplish the mission.   

·  Use interpersonal skills to communicate intent and effectively motivate others 
·  Apply conceptual skills to determine viable plans, make the right decisions, execute, 

assess and accomplish the mission, and then discuss lessons learned and ways to 
improve. 

·  Possess the technical skills and expertise to accomplish all tasks and functions. 
·  Employ sound tactical skills to seize control of the situation and lead the crew/team to 

mission accomplishment. 
 
Vision 
 

The concept of vision is also a part of trustworthiness.  People will follow the person who 
knows what needs to be done and can communicate that intention in a practical and meaningful 
way.  The leader embodies the vision at the individual level by demonstrating what one ought to 
be, leading by example.  A leader of an organization, however, is more than just an individual 
mentor.  A vision for an organization requires the discovery and articulation of an idea that 
infuses all with a common spirit and direction or goal.  Vision tells an organization "why" and 
"where.” It defines our obligatory duty. 
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Leading by Example 
 

A leader must demonstrate through action.  Deeds are more important than words. What 
you say and do will be constantly analyzed by your co-workers.  A leader is always setting an 
example, whether intentionally or not.  

Leaders share their expectations up-front with people for whom they are responsible and 
stress the accountability of each member.  Those expectations need to be realistic and in concert 
with the overall expectations of the department.  There should be no doubt as to what is expected 
regarding behavior and performance.  Everyone should be well aware of what is allowed and 
what is not allowed.  Leaders must remember that if they condone a particular unacceptable act 
or substandard performance, they will most likely see it again in the future.  

Leadership can be developed.  One must build his/her base through education and 
experience.  This includes studying leadership itself and seeking mentors who are great leaders 
and who leave a legacy with us that time won't erase.  Leaders demonstrate the lessons learned, 
by applying them in their life and profession.  This is experiential learning, where knowledge 
becomes intuition (sound judgment) and wisdom.  Finally, leaders must invest in others, what 
they know.  Leaders at PFA have an obligation to mentor, coach, counsel, teach and train the 
next generation of leaders.  This continues to develop leaders at all levels of the organization and 
ensures a healthy future for the organization.  
  The study of leadership and what works best for the fire service and PFA includes the 
concept of Situational Leadership. Situational Leadership is adaptable to the needs of the fire 
service.  PFA has informally practiced this for years.  Leaders may use three differing leadership 
models based on the situation: Autocratic (my way or the highway), Participatory (together we 
are better) or Out In Front (follow me, I know the way).  At PFA, as a general rule, we operate in 
the Autocratic 5% of the time, the Participatory 75-80% and Out In Front 20-25% of the time.  It 
is important to understand what these models are and the art of when and how to use each one.  
Spending too much time in one area or using one model at the inappropriate time can lead to 
problems. 

Leaders must strive to become the very best leader they can be; their people deserve 
nothing less.  Accepting a leadership positions means entering into a pact with this organization.  
Leaders are entrusted with the most valuable resource: our people.  Take care of them and give 
them competent leadership. 
 

The Importance of Followership 
 

There cannot be leaders without followers, those who are moved and inspired by the 
character and behavior of others.  Therefore, the real authority on leadership rests with those who 
are led.  Since leadership is based on trust and respect, the only reliable assessment of a leader 
comes from the followers.   

An important element of effective leadership in the PFA is effective followership. 
Followership is the willingness to cooperate in the accomplishment of the mission and exhibit a 
high degree of teamwork and cohesion.  Every leader is a follower in some other departmental 
group, function or relationship.  It is hard to sustain a reputation as an effective leader if someone 
is an ineffective follower.  We must place a high level of importance on followership and not do 
things to our boss or leaders that we wouldn't want people we are responsible for, to do to us. 
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PFA Mission, Vision and Values – Supervision 

 

Supervisors play an important role in the overall direction, mission and culture of this 
department.  Their effectiveness is based upon the way they carry out their responsibilities.  All 
supervisors, no matter what their level in the PFA, are expected to carry out their duties in a 
professional, caring and respectful manner.  The higher the rank a person holds in the 
organization, the more people watch, and the more important it is that the employee understands 
servant leadership and has his or her heart in the right place.  A leader should always set a 
positive example, whether intending to or not.  Members will follow what leaders do, not just the 
words they speak.  The higher the rank attained in the organization, the more imperative it is that 
one understands servant leadership and having one’s heart is in the right place. 
 

Supervisors are expected to understand and follow the Mission, Vision and Values 
document.  From time to time, an employee will sway from the direction we have outlined.  We 
are first responsible for ourselves but supervisors are responsible for keeping their team members 
on the right path.  When dealing with situations that involve performance or behavior, it is 
critical for the supervisor, as a mentor and coach, to help the employee find a solution that meets 
the values of the PFA.  
 

The more our organization shows compassion and empathy when dealing with member-
performance issues, the more our employees will respect and trust the organization. We must 
recognize that a member’s performance may not be as easy to revise as a policy.  However, 
members should not mistake or misinterpret a compassionate, empathetic approach as weakness 
on the part of the organization or its supervisors. 
 

Positive behavior and performance should be recognized and rewarded.  Positive 
reinforcement is simple and extremely effective.  Positive feedback, even when it merely 
reinforces that we are just doing our jobs, helps us feel appreciated and valued.  It sends the 
member the message that the service we provide is important to the PFA and customer.   
 

Unacceptable behavior or performance should never be rewarded or overlooked.  A 
positive approach to managing unacceptable behavior or performance can be a powerful 
motivating force and is much more effective than simply guarding the workforce and punishing 
the perceived non-conformists.  If unacceptable behavior continues and it becomes a disciplinary 
issue, we will use discipline to remedy the situation in a positive way.  Our members are highly 
trained, positive and self-disciplined.  However, it is important to remember that they are human 
beings first and on occasion may deviate from organizational standards, policies, philosophies or 
protocols. 
 

There are times when a member may intentionally take a risk during an emergency 
situation that results in damage to the department's assets or a violation of PFA policy or 
philosophy.  Intentional deviations that involve calculated risks taken in order to save a life or 
protect property should not be confused with malicious acts that end with similar results.  
Unintentional human error can often be attributed to a lack of recent training, the urgency of the 
situation, unfamiliarity with a task, low-frequency event or simply a momentary lack of good 
judgment.  In cases where members simply make an unintentional mistake, we must focus our 
attention on correcting the system failure to prevent future similar events rather than punishing  
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PFA Mission, Vision and Values – Supervision 

 

the member.  If the member has a recent history of deviating from organizational standards, even 
though unintentional, the appropriate method to manage his/her performance may be corrective 
action. 
 

A member’s self-image (positive or negative) has a direct impact on the mission and the 
culture of PFA. Supervisors must share the responsibility for helping members maintain positive 
self-images and by doing so, will help the members remain positive, productive and healthy 
contributors to the PFA.  
 

A member’s performance typically comes into question when it becomes apparent that 
he/she has caused harm to a co-worker or citizen; damaged PFA assets; or violated PFA policy 
or philosophy.  PFA's philosophy is to try to influence a person’s behavior or performance 
through its expectations and without being punitive.  We must consider an employee’s emotional 
welfare when making decisions related to managing their performance. If we seriously damage 
the spirit of a member at any level of the organization, we may never get back his/her 
commitment. 
 

All supervisors are responsible for managing the performance of the members of the 
organization.  They are responsible for enforcing acceptable standards of behavior and work 
performance within the PFA and addressing deviations from these standards.  When self-
discipline fails or members make mistakes, intentional or unintentional, malicious or non-
malicious, the process of identifying the true cause begins with self-accountability.  Supervisors 
are responsible for investigating and differentiating malicious from non-malicious acts, and the 
identifying, selecting and implementing measures that might reduce future risk, as well as 
positively managing the member’s performance.  The supervisor needs to determine if this is an 
issue he or she can handle, or if it needs to be moved up the chain of command. 
 

Through setting good examples, coaching, counseling, encouraging, nudging, directing 
and other supporting actions, the supervisor will develop the leadership necessary to handle any 
situation.  The goal of any PFA supervisor should be to create an environment where people feel 
secure in their employment and treat each other with respect, courtesy and dignity.  This will 
give the employee every opportunity to excel within this organization.   
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Closing 
 

 
Now that you are familiar with the PFA Mission, Vision and Values philosophy, choose to make 
every day that you come to work a great day by having a positive attitude; by respecting and 
honoring the people with whom you work; by creating an environment of trust, empathy and 
acceptance; and by striving to find ways to improve the organization on every level.  
 
It is critical to remember that to be an exceptional team, everyone must take care of everyone 
else. Being nice to one another is absolutely necessary to sustain the level of service that our 
customers have come to expect. It is our positive commitment to quality service and to each 
other that has made PFA what it is today and through constant assessment and change, will 
sustain us in the future.  
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