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July 10, 2009 

The Honorable Wendy Greuel 
Controller 
Room 300, City Hall East 
Mail Stop: 183 

Dear Mrs. Greuel: 

The Los Angeles Fire Department has made significant strides in its managerial practices since 
the release of the Controller's audit entitled" review of the Los Angeles Fire Department 
Management Practices" in January 2006 and subsequent "Follow-Up Audit of LAFD's 
Management Practices" released in May 2008. The Audit Implementation Plan (AlP) created by 
the Fire Department and approved by the Board of Fire Commissioners in February 2008, has 
provided a stable guideline and resource for review as we provided a clear vision for members 
of the LAFD. The working environment within the Fire Department has greatly improved and 
that is a direct testament to the women and men of the Fire Department that support fairness, 
equity and the right to a working environment that provides opportunities, inclusion and a 
transparent communication process. 

The changes reflected in the attached document were achieved through collaboration with 
Department Management, Labor, Stakeholders and the support of the Board of Fire 
Commissioners. I am proud of the tremendous amount of work and energy that has been 
placed in accomplishing the recommendations identified in the audit and the action steps 
approved by or Board of Fire Commissioners. The Department realizes that it will take time and 
vigilance to fUlly reap the benefits of the success of our AlP. 

The members of the LAFD understand that they represent the greatest fire department in the 
nation and operate in a manner that belays the trust of the citizens we serve and ourselves. 
We define our actions every minute of everyday in the LAFD Motto "Serving with Courage, 
Integrity and Pride" 

If you have any questions, please do not hesitate to contact me directly at (213) 473-9989. 

Sincerely, 

DOUGLAS L. BARRY
 
Fire Chief
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Controller's Recommendation 2: Set a "tone at the top" that demonstrates 
accountability to all organizational policies and procedures and develops 
protocols that ensure policies, procedures, rules, and regulations are consistent, 
clear, and enforced. 

Status: Implemented 

In 2007 the Fire Chief delivered the Operating Principles of the Department. 
These principles were presented in a letter to all members and are posted in all 
work locations as part of the Guiding Principles of the Department, which include 
the Mission Statement, Vision Statement, Operating Principles and Service 
Statements. Additionally, the Core Values of the Department identified as the 
acronym SPIRIT (Service, Professionalism, Integrity, Respect, Innovation and 
Trust) and the LAFD Motto (Serving with Courage Integrity and Pride). 

Understanding of the Guiding Principles is measured in many ways: Members 
are trained through regular In-Service Training courses, complete course 
evaluations that measure that knowledge, and portions of the Guiding Principles 
have been incorporated in the various promotional testing and special duty 
interview processes. 

The Fire Chief has visited every work location to deliver the Operating Principles 
first hand, and to actively listen to the membership. The Fire Chief meets with 
every sworn and civilian orientation class to discuss the Guiding Principles of the 
Department and to ensure that new employees clearly understand their role in 
upholding the policies and procedures of the Department. The Fire Chief has 
held several meetings with his Chief Officers to discuss the Guiding Principles 
and his expectations about their roles in being the conduit to relay his message 
of inclusion and transparency. 

The Fire Chief reinforced his verbal directives related to various aspects of the 
Department's disciplinary process by writing formal letters explaining clearly his 
expectations. The Fire Chief has followed up his fire station meetings with 
several Chief Officer meetings to discuss the budget, Department direction, re­
organization, corrective action, teamwork and trust. One, All Chief Officer 
meeting, was attended by over 80 Chief Officers and was held at the LA Mart on 
September 29, 2008. 
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The Core Values of the Department were developed through the stakeholder 
process and approved by the Fire Chief on September 10, 2007. The Core 
Values were included in the Department library both electronically and hardcopy 
and are displayed in all work locations as part of the Guiding Principles placards. 
The Fire Chief, in a letter to all members, communicated the purpose of the Core 
Values and his belief in them. 

The Fire Chief introduced his three Operating Principles for the Department in a 
letter to all members on January 3, 2007. In his written materials and verbal 
presentations he continuously states his expectation that all members will abide 
by these Principles. The following are examples of the Fire Chief demonstrating 
accountability: 

•	 The Fire Chief developed appropriate processes to communicate Department 
expectations, including standards of performance in January 2007. 

•	 The Fire Chief communicated his expectations about the Department's Code 
of Conduct in a letter to all officers dated March 7, 2007. 

•	 The Fire Chief defined the Operating Principles in a memo to his Bureau 
Commanders dated July 3, 2007 and stated his expectation that they would 
ensure consistent application of Department policies and procedures. 

•	 In Fall 2007, the Fire Chief recorded a message for all Department members 
about his expectations related to reform, change, and personal accountability 
and distributed it via DVD to all work locations. 

•	 The Professional Standards Division developed processes and/or tools for 
reporting behaviors and outcomes to ensure accountability and consistency 
with Department policies and procedures in September, 2007. 

•	 The Fire Chief communicated his expectations about trust, responsibility, and 
accountability in a letter to all Department members on December 6, 2007. 

•	 In January 2008, the Fire Chief reinforced his verbal directives related to 
various aspects of the Department's disciplinary process by writing formal 
letters explaining clearly his expectations. 

•	 In January 2008, the Fire Chief in a Letter to All Members discussed 
reforming our organizational culture relative to the treatment and acceptance 
of Probationary Firefighters. 
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•	 In July 2008, the Fire Chief introduced the Discrimination Policy Handbook 
that was developed to help ensure a workplace free from discrimination, 
sexual harassment and retaliation. 

•	 In July 2008, the Fire Chief introduced the LAFD Guiding Principle placards 
displaying the Mission Statement, Vision Statement, Operating Principles and 
Service Statements to ever work location. 

•	 In August 2008, the Fire Chief, in a Letter to All Members discussed the 
responsibility of the LAFD as service providers to provide those services with 
the highest degree of professionalism and customer service. 

•	 In October 2008, the Fire Chief delivered a memorandum to the LAFD 
regarding Mutual Respect and a member's personal choice not being the 
subject to ridicule or criticism. 

Controller's Recommendation 3: Expand and enrich the lines of 
communication from the Fire Chief down through the chain of command to rank 
and file firefighters, including more use of electronic communications media (with 
appropriately equipped fire stations), increased fire station visits by the Fire Chief 
and key commanders, periodic mandatory "all hands" meetings with battalion 
level commanders, and a formalized no-fault direct feedback system, such as an 
Employee Suggestion Evaluation Committee. 

Status: Implemented 

All work locations are equipped with basic office equipment, including fax 
machines, printers, typewriters and computers. Not every field location requires 
a stand-alone photocopier, so many use that function on their current fax 
machines. Members at their respective assignments have a basic working 
knowledge of the office equipment, and MIS provides training and support. 

The Department is supplying and supporting timely communication through 
varied avenues. The Department Information Portal currently provides member 
with immediate access to any new or archived information released by the 
Department. This internal feature is available to our members internally, 24 
hours a day. Every desktop workstation on the Department has the proper icon. 
The Department continues to provide traditional means of communication 
through Department mail, DVD communication, Teletype, and meetings. 
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The Chief of Staff continues to meet with the stakeholders in an effort to gather 
information and to provide discussion on Fire Department operational and 
management opportunities. Members are encouraged to contact the Department 
through the email address set up through the Planning Section, via the 
Department Information Portal and Department mail. 

The Department encourages members interested in audit updates to view Fire 
Commission agendas and attend those meetings where audit implementation 
plan reports and progress will be discussed. In addition, the Fire Chief has 
included audit implementation updates in his Fire Chiefs Forum, on the 
Department Information Portal and during formal and informal discussions with 
Department members. 

The Planning Section has begun to track member's suggestions with a timeframe 
of 2 weeks from receipt to notify the member that their suggestion has been 
received and is being processed. The Planning Section conducts a follow up 
with the member when a resolution on their suggestion has been determined. 
There have been zero suggestions submitted through the LAFD Information 
Portal. Of the six (6) suggestions received since 2007 all have been 
communicated via the Department suggestion form F-100. 

The Fire Chief and Command Staff will continue the practice of visiting work 
locations to discuss the current environment of the Department. 

Controller's Recommendation 5: Undertake a comprehensive effort to develop 
future leaders and increase management competency to lead, guide, and mentor 
both male and female firefighters, as well as those from all ethnic groups. Also, 
future leaders should be trained to address the different communication style and 
direction needed to assure today's generation of recruits can excel in a 
paramilitary organization like the LAFD. 

Status: Implemented 

The In-Service Training Section (lSTS) created a Leadership cadre to identify 
and develop leadership training needs for the Department. The cadre was 
overseen by the Commander of the Bureau of Training and Risk Management 
now the Training and Support Bureau, and considered suggestions from 
leadership programs and academies around the nation. 

The ISTS presented the initial Leadership Training Programs for the LAFD in two 
different formats in 2008. The first class L-280-Followership to Leadership was 
presented to 20 students in the ranks below Captain, and L-380-Advanced 
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Fireline Leadership course was presented to 25 students at the Captain's rank 
and above. The ISTS estimates that 2 courses in L-280 will be presented along 
with L-380 being presented to all officers in fiscal year 2009-2010. 

The LAFD Leadership Academy held its inaugural class in January through April 
2009 with 30 students. The second LAFD Leadership Academy class is currently 
underway. The Leadership Academy will consist of 136 hours of instruction from 
experts in the field of Leadership. The class is delivered over 4 months at one 
week per month. Each week is devoted to a particular aspect of leadership. 

Week 1"The Leader" - This week will look at the common challenges that 
influence a leader's decisions. The theories will suggest a leader will be 
influenced by personal bias' and experiences and by recognizing and accounting 
for these limitations a leader will be more objective and make better decisions. 

Week 2 ''The Led" - This week will focus on the followers and what motivates 
other people to make decisions. It explores the developmental stages of the 
individual and how it may affect behavior. It helps the leader better anticipate the 
way a subordinate may act in any given situation. 

Week 3 "The Integration" - This week will focus on the organization as an open 
system that can be influenced by outside pressures. It will show the leader how 
to be effective and anticipate problems in the organization. 

Week 4 "Leadership in the uncertain future" - The students will be challenged to 
consider future leadership issues and develop strategies to address them. 

Evaluation - All students are required to submit a 360 evaluation to provide them 
with a measurement of how others (subordinates, supervisors, peers) view them 
as a leader 

The leadership development portion of this Goal came to fruition as the LAFD 
Leadership Academy. In addition, the Planning Section has instituted a 
Management Shadow Program that allows interested employees the opportunity 
to shadow officers at different locations of interest where they can gain 
knowledge and understanding of a particular work area. 

The Department often uses the detail of members to assignments in an effort to 
enhance their knowledge and understanding of Units/Sections/Divisions outside 
their normal competency. 



Update of Audit Action Plan 
July 10, 2009 
Page 6 

Succession Planning is also used as part of the selection process for Special 
Duty positions. Announcements are posted concerning opening for all Special 
Duty positions and members are encouraged to apply for the vacancies. 
Members are interviewed and at times detailed to the respective areas to 
showcase their skill set. The non-select interviewees have the opportunity to 
review the reasons for non-selection with the interview board, are given 
constructive feedback and offered the opportunity to interview again in the future. 

All Officers are encouraged to develop their respective command's leadership 
abilities and prepare them for promotion. Field members are encouraged to work 
in "acting positions" to further develop them after successfully completing 
promotional exams. Members on Special Duty are often given projects to 
manage and work as acting Unit Commanders to enhance their skill set. Future 
Succession plans such as mentor programs are still being developed and will be 
presented to the membership once they have been vetted. 

Controller's Recommendation 5: Reinstitute a separate EEO investigative 
function outside the LAFD chain of command as was the intent of the original 
recommendation by the HRDC and City Council ten years ago, including 
confidential treatment, investigating, tracking and reporting to the Fire 
Commissioners and the City's Personnel Department of EEO-related complaints. 

Status: Implemented 

A Senior Personnel Analyst II and 2 part-time special investigators and 2 full-time 
special investigators now staff the EEO unit. The Senior PA II assumed the EEO 
Coordinators position in July 2007. In July 2008 a Senior PA I was hired to 
investigate EEO complaints full-time and in October 2008 a Special Investigator 
II was hired to complete the EEO investigative staff. The EEO complaints are 
investigated and tracked separately using the Complaint Tracking System, are 
flagged as a complaint and delivered to the EEO unit. The EEO investigative 
function is outside of the LAFD chain of command. Its members are well 
qualified. They all have received EEO training prior to and since their 
appointment to the LAFD's EEO unit. 
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Samples of that training include 
•	 Americans for Effective Law Enforcement (AELE) Discipline and Internal 

Investigations Workshop 
•	 Employment Round Table of Southern California (ERTSC) "New 

Horizons in Discrimination Issues 2009 and beyond 
•	 EEO for Supervisors 
•	 LAPD Internal Investigations Training 
•	 EEOC New Investigator Training 
•	 EEOC Technical Assistance Program Seminar 
•	 Preventing Sexual Orientation Discrimination 
•	 Diversity in the Workplace 
•	 Conducting an Effective Internal Investigation 
•	 EEOC Trends and Emerging Issues 

The EEO office has been physically relocated from within the confines of the 
Administrative Operations office and now has separate secure entrances into 
their workspace. There is a draft form of the Professional Standards Division 
Guidebook, which is being vetted by the City Attorney's office. This guidebook 
includes advocate investigation techniques, case documentation, organizational 
chart of PSD and other vital information points for civilian and sworn 
investigators. 

Controller's Recommendation 6: Establish a centralized mandatory tracking 
and reporting system for disciplinary and corrective actions that includes all 
measures taken at each LAFD level, beginning with the fire station level, 
decisions made at each higher level (e.g., battalion, division, bureau) when 
advanced through the chain of command, and ultimate results from disciplinary 
actions taken at the Operations command/Fire Chief/Board of Rights levels. 

Status: Implemented 

The Complaint Tracking System (CTS) is operational. The Professional 
Standards Division (PSD) has provided training for over 500 officers regarding 
the CTS as well as EEO issues and PSD orientation. The Reporting Systems 
Monitor position was filled in 2008 and that person is responsible for ensuring 
accountability with the CTS. EEO complaints are also processed via the CTS 
and are counted before being sent to the EEO Unit for processing. 
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Clear work rules governing the CTS have been developed and were used in the 
recent PSD training for over 500 officers. The policy manual is available at PSD, 
and members using the CTS are encouraged to contact PSD for tutorials if 
necessary. The CTS provides a system for monitoring each measure taken at 
different levels through the chain of command. The ultimate outcomes of the 
complaints and/or discipline administered are recorded and the feedback can be 
provided to the accused or supervisors if necessary. 

The Professional Standards Division (PSD) began capturing and tracking 
incidents electronically using the Complaint Tracking System (CTS) January 1, 
2008. A pilot program was implemented in Division I in August 2008 to obtain 
feedback from the users in the field. This feedback resulted in improvements 
and modifications to the system before its Department-wide rollout on January 1, 
2009. Training for the CTS was provided as a hands-on component of the 
OCEP/COCEP training offered November and December 2008. PSD staff is 
committed to providing additional training and support on an as needed basis. 

The Disciplinary Tracking System (DTS) was recently updated to include all 
discipline related cases for 2008. Due to the staff being fully involved with the 
development and training of the CTS, the DTS has not yet reached the same 
level of proficiency as the CTS. Data analysis for the DTS has not been tested, 
however, it is anticipated that the DTS will reach full functionality in the near 
future. PSD continues to meet with ITA programmers on a regular basis in an 
effort to continue to enhance both tracking systems, ultimately resulting in a more 
effective tool for the Department. 

Controller's Recommendation 7: Develop within the tracking system the 
capability to provide feedback to supervisors and accused members, within an 
established timeframe, regarding the status and actions taken in disciplinary 
cases that have progressed through channels. 

Status: Implemented 

There are currently three methods by which complainants are provided updated 
status information of their case. One method embedded in the Complaint 
Tracking System (CTS) is electronically generated form letters. Upon receipt and 
entry of a complaint into the CTS, the system generates a letter acknowledging 
the receipt of the complaint and is forwarded to the complainant via U.S. mail or 
electronically, depending on the complainant's preference. If the case remains 
under investigation for longer than 5 months, a follow-up letter is generated and 
sent to the complainant informing them that their case remains open. At the 
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Finally, PSD continues to staff sworn personnel in key investigative and 
advocacy positions as Department Advocates, assigned to the Internal Affairs 
Section under a Battalion Chief. These members conduct investigations of 
serious misconduct allegations assigned to PSD and represent the Department's 
interests in Boards of Rights and Civil Service Commission Appeal Hearings. 

During 2008, in-house PSD staff and selected field Advocates completed over 
700 hours of training with various associations, vendors and the City's Personnel 
Department in areas relevant to PSD, including but not limited to Internal 
Investigations, EEO for Supervisors, Diversity in the Workplace, and Workplace 
Violence Prevention. 

PSD is also reviewing whether other training resources, such as the Institute for 
Criminal Investigations (ICI) curriculum certified by the California Commission on 
Peace Officers Standards and Training (POST) should be utilized to provide 
newly assigned Advocates and Special Investigators with a core foundation in 
state of the art investigation techniques. 

This recommendation is partially implemented because the sworn members 
assigned to PSD work there for a two-year period before rotating out. And are 
allowed to work overtime in the field. They are matched with a civilian 
counterpart to provide institutional knowledge and consistency. The Civilian 
Investigators do not work overtime in the field and are not on a two-year 
rotational basis. 

Controller's Recommendation 13: Require that the separate Internal Affairs 
Division report to both the Fire Chief and Fire Commission, but be otherwise 
removed from the chain of command and work closely with the Fire 
Commission's EEO on EEO-related complaints. This unit's mission should be to 
hold all LAFD members accountable to comply with policies and standards. 

Status: Implemented 

Chief Barry has an "open door" policy with the PSD Commander, Chief 
Investigator and necessary PSD Staff. On an as needed basis, Chief Barry 
meets with PSD staff to provide direction on significant time-sensitive disciplinary 
and EEO cases. In addition to this practice, there is a bi-weekly standing 
meeting between Chief Barry, the PSD Commander, Chief Investigator, Internal 
Affairs Chief, the Deputy City Attorney, the EEO Coordinator and the Senior 
Personnel Analyst II of the Board of Fire Commissioners' Office. The focus of 
these meetings is to provide updates on significant cases, case tracking and 
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trends, and PSD and EEO updates and challenges. The EEO and Chief 
Investigator report directly to the PSD Chief who reports directly to the Fire Chief. 

Controller's Recommendation 14: Consider creating within the separate 
Internal Affairs Division an Internal Auditor or Monitor position to provide 
oversight of the investigative process to ensure and maximize accountability. 

Status: In-Progress 

The Personnel Department is in the process of scheduling interviews for the 
Independent Assessor position July 14-24, 2009. The position of Independent 
Assessor has been unfrozen. 

Controller's Recommendation 15: Undertake a department-wide initiative to 
address LAFD's hostile workplace issues, including harassment, hazing, and 
discrimination concerns. Under the Fire Chiefs leadership, this comprehensive 
effort should include gaining input and insights through workplace forums and 
focus groups representing all civilian and sworn firefighter levels, employee 
associations and unions, and other interested stakeholders. The objective of 
these meetings would be to create specific action plans to address problems 
identified, and to establish measurable timelines for completion. The LAFD's 
approach must be developed in such a way that all employees are encouraged to 
participate without fear of retaliation or other retribution. 

Status: Implemented 

The Stakeholders Group, with the Chief of Staff, continues to meet quarterly to 
monitor progress on implementing the audit recommendations, communicate 
trends to the Fire Chief, and make recommendations related to the audit plan. 

The Fire Chief has visited every Fire Department work location to listen 
personally to sworn and civilian members' concerns and receive their feedback. 
He also used the opportunity to emphasize his expectations and communicate 
his priorities. He has held all Chief Officer meetings to emphasize the 
importance of creating workplaces free from harassment, hazing and 
discrimination, and he has informed the Chief Officers that they will be held 
accountable. 
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The Fire Chief has issued memos to all Department members stating clearly the 
prohibition on hazing and emphasizing the Department's zero tolerance policy 
toward such behavior. 

The Fire Chief has communicated, both verbally and in writing, his expectations 
of Department members' behavior on and off the job in the following Letters to All 
Members: 

•	 January 3, 2007 City of Los Angeles Policy on Hazing (included Mayor's 
Directive Number 8) 

•	 March 2007 Rules and Regulations Preamble (Code of Conduct) 
•	 April 23, 2007 - Zero Tolerance Policy on Hazing (Special Notice) 
•	 January 14, 2008 - Probationary Firefighters 
•	 February 7, 2008 - Spirit of Employee Benefits 
•	 July 23, 2008 - Guiding Principles Placards 
•	 September 30,2008 - Professionalism and Customer Service 
•	 October 15, 2008 - Mutual Respect 

In addition to Letters and meetings, the Fire Department replaced the outdated 
Sexual Harassment Manual with the Discrimination Policy Handbook in every 
work location in July 2008. The contents of the Discrimination Policy Handbook 
were expanded to include the following: 

•	 LAFD Sexual Harassment Policy and Complaint Procedures 
•	 LAFD General Anti-Discrimination Policy 
•	 LAFD Disability & Reasonable Accommodation Policy and Request 

Procedures 
•	 Supervisory Guides to assist in processing complaints 
•	 Relevant Executive Directives from the Mayor; and 
•	 Relevant City General Procedures 

Finally, The Workforce Excellence Unit (WEU),originally to be called the 
Mediation and Effectiveness Unit, was created in July 2008, brings a non­
disciplinary, human relations component to solving potential misconduct incidents 
before they occur. Either through a request from a work unit or through an 
evaluation of information received at PSD that suggests a potential workplace 
environment issue, a Senior Project Coordinator and a Human Relations 
Advocate enter the work place to research and evaluate the climate and coach, 
guide, remediate and train members to ensure that their performance and 
conduct are in alignment with the Department's Guiding Principles. Their 
innovative approach gives PSD the opportunity to proactively address these 
kinds of issues before they become complaints or result in litigation. 
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Controller's Recommendation 16: Create an employee evaluation and 
recognition process that addresses firefighter adherence to, and application of, 
the human relations goals of the LAFD. Assure throUgh training, professional 
development, and counseling that each member is accountable and has the tools 
to effectively fulfill the LAFD's core values regarding workplace interactions. 

Status: Partially Implemented 

The inclusion of specific measurable objective performance criteria to be 
included on performance evaluations has been presented to the Chief Officer's 
Association (COA). The COA is moving forward to adopt some measurable 
criteria in their Executive Appraisal System. 

The COA has developed a draft Executive Appraisal for their bargaining unit. The 
pilot program for the changes in the COA Executive Appraisal was not 
implemented in the summer of 2008 and there is no anticipated starting date. 
The inclusion of human relations measuring devices in the performance appraisal 
for the UFLAC bargaining unit has not been addressed formally. 

Controller's Recommendation 17: Determine whether the current promotional 
system administered by the Civil Service Commission can be modified to include 
subjects related to human relations management and other areas directly related 
to LAFD's mission. Work with the appropriate organizations to assure the 
promotional process is relevant to LAFD's needs. 

Status: Implemented 

The City Personnel Department and the Personnel Services Section of the Fire 
Department conducted assessments that included human relations and Guiding 
Principle questions or components for the following ranks in 2008/2009: 

• Apparatus Operator 
• Engineer of the Fire Department 
• Fire Inspector 
• Fire Captain I 
• Fire Captain II 
• Battalion Chief 
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Controller's Recommendation 19: Assure that only recruits who have 
achieved passing scores for each performance standard during the Drill Tower 
academy are hired as probationary firefighters. 

Status: Implemented 

The Recruit Services Section's policies and procedures manual provides clear 
direction for minimum performance standards for recruit firefighters in the drill 
tower. It includes Academic standards and firefighting skills, which is broken 
down into Personal Protective Equipment, Self Contained Breathing Apparatus, 
Ladder evolutions, Basic Engine Company Operations, Hose evolutions, Tools 
and Equipment, Knots, Fittings and Appliances and Live Fire Training. 

Recruit firefighters must pass all three phases of the drill tower with a minimum 
score of 70 percent in order to be passed into the field for their probationary 
period. If a recruit scores below 70 percent in 2 or more of the areas, they will be 
terminated. If a recruit scores between 65 and 70 percent in one area, the 
Recruit Services Section Chief, the Drill Master and the Recruit Training Officer 
can offer the recruit a re-assignment to the second drill tower. The recruit must 
take the entire drill tower curriculum again at the re-assignment and pass every 
phase with a rninimum 70 percent. If the recruit scores below 70 percent during 
their reassignment they are terminated. 




