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Building the Ladder:
Officer Development Programs
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Welcome to FDIC 2025
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Rudy Horist, MPSA, EFO, CFO
Fire Chief 
McHenry Township FPD
43 Years of Service

rudy@redelmfire.com

815-206-8299
  

3

Forest Reeder, MPSA
Fire Chief (ret.) 
Tinley Park (IL) FD
47 Years of Service

forestthetrainingofficer@gmail.com 
  
www.thetrainingofficer.com
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Thank You 
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Goals and Objectives

Process for 
any rank and 
any type of 
department

All phases of 
officer 

development

Ensure a 
quality 

officer corps

Leave with solid, actionable ideas 
to improve your program
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mailto:forestthetrainingofficer@gmail.com
http://www.thetrainingofficer.com/
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Our Playbook
Complete Student Manual 
will be available online and 
includes templates, 
exercises, and other 
resources  to supplement 
your training experience

In Class Handout 
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Why is Officer Development 
Important?
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The need 
for  

Officers 
to lead
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The need for Officers to lead
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NVFC survey – 
why Volunteers 
leave

•Poor 
leadership 

•Poor culture
•Time & 
Expectations
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Poor Leadership
• Lack of communications
• Lack of organization
• Lack of support/focus on the 

needs of the membership 
• No voice in the organization 
• Lack of supervisor training 

12
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Why?

Loss of experienced 
officers
Wider range of 
responsibilities
Emerging issues and 
topics
Increased standards and 
requirements
Legal liability 
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What is the state of officer 
development in your department?
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Does Your Officer Development Program ……….. Yes / No

Address all phases of officer development?

Provide training prior to promotion?

Provide a link to state certification?

Consider the needs of both current and future officers?

Take into account the current and future needs of the 
department?
Reference national, state, and local standards?

Include Acting Officers (if applicable)?

Include practical experience/hands on skills and not only 
classroom?
Have a means to determine when someone is ready to train to 
be an officer
Provide for both initial and ongoing training?

Undergo review and revision on a regular basis?

Utilize current fire service resources?

Capable of audit by ISO or other agency? 
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Officer Development Program

Officer Success Program
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Comprehensive Officer 
Development Program 

1. Needs 
Assessment

2. Continuing 
Education

3. Initial 
Training & 

Qualification

4.Review & 
Revision
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1.Needs 
Assessment

2.Continuing 
Education

3. Initial 
Training & 

Qualification

4.Review & 
Revision

18
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Needs 
Assessment

• Broad and 
comprehensive

• Identify the 
knowledge, skills, 
abilities (KSA’s) needed 
to meet current and 
future needs

• Determine where gaps 
exist
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Steps for 
completing your 

Needs Assessment

1. Put together your 
team

2. Decide how to 
gather the data 

3. Collect and analyze
4. Identify training 

needs 
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Gathering 
the Data 

• Interviews
• Surveys
• Training evolutions
• Performance at incidents 
• After Action Reviews
• Performance Evaluations 
• Training Records 
• Ask them what they need!
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Key 
Considerations

Expectations
How officers are 
selected
Needs of department
Needs of current and 
future officers
Job descriptions
National, state, and 
local standards
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Expectations of an Officer 

23

Fire Department

Firefighters FamilyCommunity

Fire Service

24
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How are your 
officers 

selected?

Promotion
Appointment
Voting
Last person on rig
Other 

25

Needs 
Assessment

Needs of 
department
– Type of responses 
– Changes in 

community
– Retirements 
– New personnel 
– Future challenges 

26

Needs of 
current and 
future 
officers

• Training
• Certification 
• Formal 

Education 
• Experience
• Involvement 
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Job 
Descriptions

28

Our 
Standards 

& 
Industry 

Best 
Practices
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NFPA Standards 
Consolidation

NFPA 1020
Fall 2024

1021 Fire 
Officer

1041 Fire 
Instructor

EMS Officer 

30
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NFPA Standards 
Consolidation

NFPA 1550 
Standard for 
Emergency 
Responder 

Health & Safety
Fall 2024

Consolidates 
7 individual 
standards

31

• OSHA 1910.156 
Fire Brigade 
Standard

• First revision 
since 1980

• 21 NFPA 
Standards to be 
incorporated 
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Center for Public 
Safety Excellence 

(CPSE)
• Credentialing of fire service 

personnel 
• Chief Fire Officer (CFO)
• Chief Emergency Medical 

Services Officer CEMSO)
• Chief Training Officer (CTO) 
• Fire Marshal (FM)
• Fire Officer (FO)
• Public Information Officer (PIO)
• Fire and Emergency Services 

Analyst (FESA)

33

Our Standards 
& 

Industry Best 
Practices
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Analyze 
the 

Data

• Identify the required 
proficiency level – KSA’s

• Compare to current 
proficiency level (gap)

• Look for trends and 
patterns

• Resources – what is 
available vs. what is 
needed

• Prioritize gaps based on 
impact 
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Examples – Company Officer
Expectations 
of officers 

Haz Mat Records & 
Reports

Company 
training

Performing 
fire 
inspections

Initial radio 
reports

Incident size-
up

Reading 
smoke

Building 
construction 

Fire behavior

Labor 
contract

Mentoring Completing 
performance 
evaluations

Company Talk Truck 
company 
operations

Incident 
Command

Leading in the 
Firehouse

Situational 
awareness

Mental Health Coaching 

Safety Public 
education

Handling 
personnel 
issues

Engine 
company 
operations

When to 
notify your 
boss

36



7

Examples – Shift Commander
Daily 
duties

Scheduling Working with 
other city 
departments

Handling 
personnel 
issues

Incident 
Command

Mutual aid Safety Media/PIO When to 
notify your 
boss

Severe 
weather 
procedures

MAYDAY 
situations

Incident 
accountability

Records & 
reports

Labor 
contract

Coaching

Budget Legal issues Community 
relations

Local 
ordinances

Emergency 
management

High rise 
operations

Conflict 
resolution

Training Accident 
investigation

Risk 
assessment

37

Needs Assessment 
Next Steps

Identify 
Training 
Needs

01
Develop 

list of 
Topics 

and 
KSA’s

02
Determine 
if topics 
are :
• Continuing 

Education
• Initial Training 

& Qualification
• Both

03
Prioritize 
04

38

A quick 
note about 
prioritizing

39

Identify Measurable Knowledge
& 

Skills 

• Must Know / Must Do
• Low Frequency – High Severity

Priority #1 – To Be 
Safe & Survive

• Need Know / Do
Priority #2 - To 
Deliver the best 
service possible 

• Should Know / DoPriority # 3 - To 
Educate for future 

• Nice to Know / Do
• Low Frequency / Low Severity

Priority #4 - To 
Explore our 
profession 
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Focus on your 
Top 6

41

Level of Proficiency
Beginner – limited knowledge or 
experience

Intermediate – basic ability to apply 
knowledge/skill with guidance

Advanced – competent and able to 
perform independently 

Expert – comprehensive mastery, 
can mentor others 

42
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Exercise #2 
Needs Assessment 

In Class Handout

43

Balancing Topics
Balance of technical and 

leadership skills 
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Leadership 
Skills

• Communications
• Teamwork
• Decision making
• Conflict resolution
• Problem solving
• Time management
• Coach-Counsel-

Mentor
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As Firefighters How Do 
We Learn Best?

46

70-20-10 Model 

Practical 
Experience

 Mentoring

Classroom

70%

20%

10%
47

70-20-10 Model 

Experience
 Mentoring Classroom

?

48
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70-20-10 Model 

Experience 
Committees
Ride-Up
Projects
Instruct
Delegation

Acting Officer
Special Teams
Assignment Rotation 
Learns the role of others

Mentoring
Mentoring
Coaching 
Role playing
Professional organizations
Local/regional committees

Officer meetings
Performance appraisals
Attend FDIC
Build your network 

Classroom
Classes, seminars
State fire officer program
On-line learning
Professional reading list
Podcasts, blogs

Attend FDIC
EFO 
College degree 
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Exercise #3 
Needs Assessment 

In Class Handout
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Job Level Topic Required Proficiency Current Proficiency Priority Potential Solutions

Fi
re

 C
om

pa
ny

 O
ffi

ce
r

Incident Command 
Systems (ICS) Advanced > Expert Intermediate 1 Advanced ICS training and 

scenario simulations

Leadership and Team 
Management Expert Advanced 1

Leadership workshops, 
mentoring by senior officers

Fireground Strategy and 
Tactics Advanced Intermediate 1

Tactical simulations and 
decision-making drills

Communication Skills Advanced Advanced 2
Maintain through ongoing 
training

Fire Code and Inspection 
Knowledge Advanced Beginner 3

Formal fire inspection 
certification program

Emergency Medical 
Knowledge Intermediate Intermediate 1

Periodic EMS refresher 
courses

Report Writing and 
Documentation Advanced Intermediate 2 Technical writing training

Risk Assessment Advanced Intermediate 1
Risk management 
workshops and scenario 
practice

Conflict Resolution Advanced Advanced 2
Reinforce with peer 
discussions and case 
studies

Safety and Health 
Management Advanced Beginner 2

Training on NFPA 1550 and 
OSHA standards
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1.Needs 
Assessment

2. Continuing 
Education

3. Initial 
Training & 

Qualification

4.Review & 
Revision
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Step # 2  
Continuing 
Education 

53

Step #2 - 
Continuing 
Education 

Purposes

• Provide ongoing 
education and training 

• Incorporate topics/areas 
not covered during initial 
training  

• Provide refresher training 
on previous topics

• Prepare Officers for new 
responsibilities

54
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Determine

Who to include?
Topics 
Delivery & 
Scheduling 

55

Topics 

Topics from Needs 
Assessment

Remember the 
“other 90%” of the 
job 

Consider using the  
70-20-10 model 

What are 
your 

Top 6?

56

Delivering the training
Field Experience

Classroom

Self-study

Online courses

Formal education

Microlearning 

What other activities or training ?

What 
are 
your 

Top 6?
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Scheduling 
options

Academy style
Monthly schedule
Module format
Multi-department effort
Workshop format 

58

Exercise #4 
Annual Training Calendar

In Class Handout
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12 Month Officer Training Plan

May
Tactical 

Refresher

June
FG Safety 

& Ops

July
Leadership 
Scenarios

August
The First 

10 Minutes
September
Truck Co. 

Operations

October
Your Dept. 

101

November
Engine Co. 
Operations

December
Decision 
making

January
Teamwork

February
HazMat 

Operations

March
Special 
Rescue 

Operations

April 
Incident 
Command

60



11

61

Step # 3 – Initial Training/Qualification 

62

1.Needs 
Assessment

2.Continuing 
Education

3. Initial 
Training & 

Qualification

4.Review & 
Revision
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When do 
they start?

1. Qualify as an 
Acting Officer

2. Prepare for 
promotional 
testing

3. Promotion list
4. Post-promotion 

64

3. Qualified Officer

2. Experience & 
Education

1. Making sure they’re 
ready

65

Education & 
Training

Making sure they’re ready

Experience

Involvement

66
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Making sure they’re ready

Experience
Drill 

Attendance/Alarm 
Response

Application
Letter   

Recommendation 
Letter

Performance 
Evaluations

Involvement
Written and/or 

Practical 
Assessment

Other Criteria??

Education & 
Training

67

3. Qualified Officer

2. Experience & 
Education

1. Making sure they’re 
ready

68

70-20-10 Model 

Practical 
Experience

 Mentoring

Classroom

70%

20%

10%
69

How Do We 
Provide Them 
With Practical 
Experience?

70

Practical 
Experience 

Phase 1: Working with an 
experienced officer (mentor)

Phase 2: Working as 
the assigned officer

71

Practical 
Experience

How many hours?
What skills/tasks?
How many times?
When do they move 
from student (phase 
1) to the assigned 
officer (phase 2)?

72
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Example of Skills and Minimums
Skill Minimum

Conduct incident size up (fire/EMS) 20
Supervise crew at incident 20
Lead fire inspection 10
Complete fire report 20
Lead company training session 10
Complete training report 10
Function as Incident Commander 5
Conduct incident critique 1
Teach shift-level tactics class 1
Review incident reports 20
Handle simulated personnel issues 6
Conduct employee development sessions 2

73

Task Books 

74

75 76

77 78
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Exercise #5 
Building Your Task Book

In Class Handout

79

Mentoring
Experienced Fire 
Officer giving 
advice and 
guidance to a 
newer officer 
Informal or formal
One-on-one, long 
term relationship 
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Mentoring
Benefits 
– Increases retention
– Increases learning
– Enhances 

succession planning
– Helps prepare new 

leaders
It’s What They 
Want!
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Classroom
Which topics?
How to schedule and 
deliver?
Remember to balance 
between technical and 
leadership skills
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3. Qualified Officer

2. Experience & 
Education

1. Making sure they’re 
ready

83

Documenting the training

Training reports
Link to state 

certification
Certificate 
Recognition 

84
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Other Considerations
Existing acting officers
Labor contract issues/concerns
Relationship to promotional process
Failure of assessment process
Who serves as a mentor?
Expectations of student, acting officer, officer  
Where does the field experience start and stop?

85

1.Needs 
Assessment

2.Continuing 
Education

3.Initial 
Training & 

Qualification

4.Review & 
Revision
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Step #4  Review & Revision
Include regular process to review program

New training topics

Changes in officer ranks

Policy/SOG changes

When does officer begin training for next rank?

87

Case 
Studies

88

McHenry 
Township 

FPD

89

Background

145 personnel,  
5 stations, 9 
communities
Combination fire 
department 
Over 7,700 calls 
per year 
60,000 
population 

90
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Results of 
Needs 

Assessment

Duty Officer program
30+ part-time officers, 
many with several 
years of experience 
No formal Acting 
Officers
Various training efforts
Fire Officer certification 
not required 
Focus primarily on 
handling incidents
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Results of 
Needs 

Assessment

Changes to promotional 
process
Increased expectations 
of an officer 
Loss of senior officers 
Changing demographics 
of district
Younger Officers and 
Acting Officers
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Promotion 
Process

Increased 
requirements
More formal 
process 
Incorporated 
expectations 
into testing 
process
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Asking What’s Important 

Current officers were asked “what knowledge, 
skills, abilities should a Firefighter have before 
being promoted?”
Over 100 responses - 81% did not involve 
fighting fire

More focus on leading and working with 
people  

94

Asking What’s Important 
Adaptable 
Motivated
Pride in the job
Ability to make good decisions
Organized
Coach-Counsel-Mentor
Lead by example 
Strong interpersonal skills 
Problem solver 

95

Expectations

96
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97

Professional Development Committee

To have the most professional, confident, and tactically sound 
group of officers in the State of Illinois 

98
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What they 
said

Tell me your 
expectations
Give us straight up 
feedback
Realize that you 
impact the pride of 
the crew
Be engaged with us 
Train us 
Know us 
Mentor Us!

100

Step #2 – Continuing Education

101 102
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103 104

105 106

Step #3 – Initial Training

107

Step #3 – 
Initial 

Training

Acting Officer 
selection process
Formal training 
program
Task book concept
Tied to state 
certification 
Mentor assigned to 
candidate

108
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109

Initial Training
Full-time Lieutenants
2 week/80 hour initial training 
course

Combination of classroom hands-
on experience, and mentoring

10 shifts/1 month of working with 
an experienced Officer

Monthly performance evaluation

Ongoing mentoring from Battalion 
Chief

110

111 112

113

Sterling 
Fire 
Department
5 Year 
Training Plan

114
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5-Year Training Plan
• Pre Academy Modules | BOFF | HMOPS | FSVO | 

IS 700 & 800
• ORP Assessment | OSHA Required Modules

Initial Hiring

• EMTB | Initial Driver Training | 
• Probationary Skills AssessmentEnd of Probation 

• Rope Ops | Common Passenger Vehicle Rescue
• Engine and Truck Ops | Smoke Divers | FAEEnd of Year 2

• Water Ops | RIT OPSEnd of Year 3

• AFT | Instructor 1End of Year 4

• CoFO | Acting Officer
• Specialty DesignationEnd of Year 5
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Rank

Minimum 
Position 

Requirements     
Initial Training

Minimum Annual Proficiency Standards

 In-Service Training 

Educational 
Merit Steps

P rof.  
D evelopm ent

Elective 
Educational & 
Performance 

Steps

Recruit Pre/Post 
Academy Trng

Probationary FF FF 1 / EMTB

Firefighter FF 2

Driver / 
Operator F A E

Company Fire 
Officer 

NFPA 1021 

(Fire Officer I)

• Initial Radio 
Reports

• 360 Size-up
• Acc/Inj. 

Reports
• Request 

Assistance
• Fire Reports
• MAYDAY

• IAP 
Development

• Fireground 
Safety

• Leadership
• Preplans
• Conducting 

Training
• Decision 

Making

• NIMS 800
• NIMS 200
• Incident 

Safety 
Officer

Blue Card 
Certification

Fire Officer II

Captain / Shift 
Commander 

NFPA 1021 

(Fire Officer II)

Fire Officer III

LDDM

116

117 118

Resources for Officer 
Development

119

Workshop Resources M.A.D. Training

120
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121

NVFC 
Understanding 
Standards Series

Explanation and 
commentary on 
each section of 
NFPA 1021
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Mentoring 

Chief J. Scott Thompson, 
The Colony FD (Texas)

www.fireserviceleadership.com
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Resources

National Fire 
Academy
– Online courses
– Resident 

courses
– Tactical 

scenarios
– EFO program
– Library

124

Resources

125

ISFSI

126
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Resources

Firefighter Close 
Calls
Fire Engineering 
National Near Miss 
Reporting System
National Fallen FF 
Foundation

127

Quick Drills

128

Quick Drills

129

Resources

Officer texts
State certification programs
Learning Management Systems
Simulator programs
Youtube Videos 

130

Tuition Partnerships

131

Resources

132
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Resources

133

Workshop Evaluation 

134

National Firefighter Registry

135 136

Building the Ladder: Officer 
Development Programs

Course Conclusions

137

Taking the Next Steps

138
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139

The Next Steps
This can initially be overwhelming
Focus on essentials needed by your officers  
that will protect the safety of your 
members
Utilize in-class resources and those of your 
fellow students
Post-Workshop Assignments
Follow-up with each other

Personal Follow Up Plan
In Class Handout
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3 Things 
You Will 

Do 

140

Challenges 
on the 

Horizon
Loss of senior 
department 
members
The “Next 
Generation” of the 
fire service
The “Next 
Generation” of 
officers
Changes in 
standards and 
regulations
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Our job 
isn’t 

getting 
any 

easier

142

What It’s All About

143

What it’s all about
144

144
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What it’s all about
145

145

146

As Fire Service Leaders, We 
CAN Impact and Change Our 

Profession

146

147

Thank You!

Stay Safe!

147


