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Date:

March 20, 2005
To:

Steve Raganold, LBFD/Captain
From:

Dr. Richard L. Resurreccion

Subject:
IPN – IMPROVEMENT POINT NOTIFICATION SYSTEM Version 2

The Improvement Point Notification (IPN) System is a teaching-learning strategy that uses quantitative feedback measurements to indicate the appropriate level of improvement needed to achieve competency in the performance of job-related emergency tasks and operations (Kiesewetter, 2003).  The foundation for the system is improved behavior through a communications process emphasizing fairness, consistency, specific expectations, and appropriate counseling and coaching.  A written record, stated in observable terms and signed by the recruit firefighter, is maintained for documentation and progress reviews. 

Improvement points are assigned on a sliding scale for job-related errors made in the performance of tasks or operation during a major examination or in related activities following a major examination.  Points are not assigned during the periods when skills are being taught, studied and practiced.  However, once a skill has been taught and practiced, then each recruit firefighter is held responsible for demonstrating competency when tested and throughout the remainder of the academy.

Skill complexity and the ability to multi-task are increased as the Academy progresses.  Performance measurements and the IPN are altered as the tasks change.  Spontaneous performance under live fire conditions or if the Recruit is required to identify and prioritize are not evaluated in the same manner as if a single task is given under the constraints of an earlier formal proficiency exam.  More grading latitude and positive recognition of self-correcting behavior is given.
The IPN scale ranges from one point for minor infractions to five points for more serious infraction with serious potential consequences.  An example of a minor infraction would be the failure of a recruit firefighter to wear a helmet on the drill ground while performing routine, end of the day cleanup.  Dropping an axe through a vent opening would be an example of a serious infraction.  

The heart of the communication process is an eight-step coaching and counseling procedure,  (Resurreccion, 1996).  Fire academy instructors learn this procedure as an integral component of the LBFD’s course, “Instructional Methods for Fire, Rescue, and Emergency Medical Services.”  This eight step process is well institutionalized within our organization.  It is also used for permanent employees. 
The fire academy staff goes to great lengths to ensure rater reliability.  First, daily mid-day staff luncheon meetings are conducted where recruit progress reports are discussed, including the appropriate point levels and the adaptation of the eight-step counseling and coaching procedure to each recruit’s learning needs.  End of the training day staff meetings include a re-examination of each recruit firefighter’s progress.

Even if a specific infraction in a similar environment has been noted and given a point allocation in previous Academies, joint instructor discussions occur and comparisons made before the Recruit is notified.  Although the Recruits generally realize at the time of the incident their performance is sub-par and corrective actions may have been initiated by the Instructor, they are infrequently notified about Improvement Points until after these discussions occur.  This ongoing Instructor dialogue and the associated delay is one of the key methods that the points are consistent and help in Instructor training and “calibration”. 

Second, daily IPN data are tabulated and assessed for each recruit firefighter and the recruit class as a whole.  These data are compared to comparable data from previous classes to note any important deviations.

When Academies are evaluated and compared as a whole, we have identified patterns in the rate and types of Improvement Points given.  Curriculum adjustments and extra emphasis has been placed on these areas of weakness. The class comparisons have also prompted suggestions for changes in the selection process. 
Third, manipulative skill grading sheets are used to rate recruit firefighters in the performance of pre-known tasks such as donning a self-contained breathing apparatus, advancing a hose line, or throwing a 35 foot extension ladder.  For more complex operations involving multiple, less predictable variables (e.g., above ground live fires and vehicle extrication problems), a rubric is used to guide the raters in their scoring.  See Figure_____.  This rubric is also used as a means to develop a consistent language and format for written counseling sessions.  
In summary, the improvement notification system’s purpose is to improve the job-related skills of recruit firefighter by  (a) stressing the appropriate level of corrective action; (b) providing immediate, accurate, and consequence based feedback and remedial training (if necessary); and (c) using a specific counseling and coaching system.  







