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I. PURPOSE:

To describe the progressive discipline policy of the Flint Hill Fire Department (FHFD). The goal of the FHFD progressive disciplinary policy is two-fold: 1) to proactively control behavior and 2) when behavior does not conform to expectations, modify it using the least punitive method possible.
II. DISCUSSION:

FHFD members are expected to conduct themselves in a professional manner. In situations where a member does not adhere to department policies and procedures (rules), appropriate disciplinary action is taken. FHFD uses a progressive disciplinary process with the following types of intervention: counseling, oral warning, written reprimand, suspension/demotion, and termination. 

While FHFD members are responsible for compliance with all the rules in the department operations manual, the 200 series of policies address specific areas of conduct such as sexual harassment, controlled substances, and social media that require special attention. There is also a general conduct policy (202.01 CONDUCT GUIDELINES) that provides guidance for situations not specifically addressed in other policies.
III. POLICY:

General
1) Typically, discipline is handled by a subordinate’s immediate supervising officer although a superior officer can discipline any of their subordinates as necessary. Minor infractions are handled by any officer, even if the subordinate doesn’t have a direct reporting relationship with the officer. Under limited circumstances, acting officers may perform counseling as permitted by the fire chief.
2) Suspensions, demotions and terminations are only imposed by the fire chief.
3) Upon learning of a possible infraction, an officer is required to investigate the situation or refer the situation to their superior officer for investigation. The investigator uses the rules in the department operations manual to determine if an infraction has occurred. If disciplinary action is appropriate, the officer determines the appropriate action using this policy as a guide. 
4) All disciplinary actions are completed in private between the officer and subordinate.

5) All disciplinary actions are documented. See each action type for specifics on how documentation is handled. 

6) Members have the right to receive a copy of their own disciplinary action documentation upon request.
7) Formal disciplinary actions may be appealed to the next higher level in the chain of command by the member. 
8) The fire chief may elect to place a member on a Personal Improvement Plan (PIP) at any time. A PIP is not a component of progressive discipline, though it may be used in conjunction with progressive discipline if some of the performance issues are conduct related. See SOP 232.02 PERFORMANCE REVIEWS for details.  
Disciplinary Action Types
· Counseling

1) The purpose of counseling is to inform a member of inappropriate behavior before it reaches a point where disciplinary action is necessary. This is accomplished through a private conversation between an officer and subordinate. Counseling may be performed by any officer with any lesser rank member of the department. 
2) The subordinate must be advised they are taking part in a counseling session. The officer communicates the required behavioral changes to the subordinate and a plan of action is agreed upon. The consequences of not changing behavior are made clear to the subordinate. 

3) The date, time, topic, parties involved, and a short summary of the counseling session is documented. No form is used. Officers retain counseling documentation for their direct reports in their files. If a subordinate doesn’t report directly to an officer conducting a counseling session, the counseling officer forwards the session documentation to the subordinate’s supervising officer. Documentation is kept for a 12-month period and then discarded.
· Oral Warning
1) An oral warning is the first level of disciplinary action. Oral warnings are used to correct minor behavioral problems. Oral warnings may be given by any officer.
2) A subordinate must be advised by an officer they are being issued an oral warning. The officer reviews the rule(s) violated, and the circumstances of the incident. The subordinate is given an opportunity to explain their actions. The officer communicates the expected behavior and the consequences of not changing behavior (usually the next level of discipline).

3) Oral warnings are documented by the issuing officer.  The date, time, rule(s) violated, the unsatisfactory behavior involved, and the required behavior is documented. No form is used. If the subordinate doesn’t report to the officer issuing the warning, the subordinate’s supervising officer is given a copy of the warning for their files. Documentation is kept for 12 months and then discarded unless another negative disciplinary action has been taken during the 12-month period. In that case the documentation is kept until there are no disciplinary actions in a 12-month period and then discarded.
· Written Reprimand

1) A written reprimand is the second level of disciplinary action and the first level of formal discipline. In firehouse jargon, this is when a member is “written up”. Written reprimands are used for more serious (or recurring) instances of misconduct. Written reprimands are issued by a subordinate’s supervising officer or a superior officer in the chain of command.
2) After an investigation is complete, the officer prepares a written reprimand (See attachment 205.01 PROGRESSIVE DISCIPLINE FORM). The reprimand includes the rule(s) violated, details about the infraction, previous related infractions, corrective actions to be taken, and the consequences of not changing behavior that has reached this level (usually suspension, demotion, or termination).

3) The officer meets with the subordinate and reviews the reprimand in its entirety. The subordinate signs the reprimand indicating they have read it and received a copy. 
4) The signed form is the official documentation of the disciplinary action and is passed up the chain of command until it reaches the fire chief. Documentation is kept in the members official personnel file for 12 months from the date of the reprimand and then archived unless another disciplinary action has been taken during the 12-month period. In that case the documentation is kept active until there are no disciplinary actions in a 12-month period and then archived. Archived documents may be considered in future cases of serious misconduct. 
· Suspension/Demotion
1) A suspension is the third level of disciplinary action and the second level of formal discipline. Suspensions are imposed for serious or repeated violations of department rules. Formal suspensions are imposed by the fire chief. Note: Any chief officer can temporarily suspend a member pending a formal investigation by the fire chief.
2) After an investigation is complete, the fire chief prepares a suspension notification (See attachment 205.01 PROGRESSIVE DISCIPLINE FORM). The suspension notification includes the rule(s) violated, details about the infraction, previous related infractions, corrective actions to be taken, the duration of the suspension, and the consequences of not changing behavior that has reached this level (usually termination).

3) The fire chief meets with the member and reviews the suspension notification in its entirety. The subordinate signs the suspension notification indicating they have read it and received a copy. 

4) The signed form is the official documentation of the disciplinary action and is kept in the member’s official personnel file for 3 years from the date of the suspension and then archived unless another negative disciplinary action has been taken during the 3-year period. In that case the documentation is kept until there are no disciplinary actions in a 12-month period and then archived. Archived documents may be considered in futures cases of serious misconduct. 
5) The fire chief may elect to demote a member rather than suspend them. The policy is the same for a demotion and suspension, the only difference is the content of the notification (i.e., no suspension period).  
· Termination

1) A termination is the fourth level of disciplinary action and the third and final level of formal discipline. Terminations are imposed for very serious or repeated serious violations of department rules. Terminations are imposed by the fire chief. 

2) After an investigation is complete, the fire chief prepares a termination notification (See attachment 205.01 PROGRESSIVE DISCIPLINE FORM). The termination notification includes the rule(s) violated, details about the infraction, and previous related infractions.
3) The fire chief meets with the member and reviews the termination notification in its entirety. The subordinate signs the termination notification indicating they have read it and received a copy. 

4) The signed form is the documentation of the disciplinary action and is placed in the members official personnel file.
Disciplinary Actions & Suspension Periods
1) There are 3 categories of infractions ranging from level C (least serious) to level A (most serious). Each category has a minimum and maximum penalty associated with it. All suspension periods are without pay. The categories are as follows: 

a) Infraction Level A - The most serious level of offense.  These infractions are subject to a minimum of three (3) days suspension for career employees and two (2) months suspension for part time employees or volunteers; longer periods of suspension may be deemed appropriate up to and including termination.

b) Infraction Level B - These are mid-level offenses. These infractions are subject to a minimum written reprimand and may result in suspension. Suspensions are a minimum of one (1) day for career employees and one (1) month for part time employees or volunteers, up to a maximum six (6) days for career employees and two (2) months for part time employees or volunteers.

c) Infraction Level C - The lowest level of offense but still representative of unacceptable behavior.  These infractions are subject to a minimum oral warning and may result in a written warning. 
2)  Repetitive offenses are considered higher level offenses as follows:

a) Two (2) Level A infractions within a twelve (12) month period will result in termination.
b) Three (3) Level B infractions within a twelve (12) month period will result in Level A disciplinary action. 

c) Three (3) Level C infractions within a six (6) month period will result in Level B disciplinary action.
