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By KIMBERLY ALYN, Ph.D.

It’s Imperative to High Levels of Organizational Commitment

the importance of organizational

values. Most fire departments have
gone to great lengths to define their
mission, vision and core values. Some
departments will frame these values
and hang them on a wall. Some will
display them proudly on their websites.
But few departments will create abso-
lute clarity on the organizational values
through consistent

I n my August column, I talked about

communication
and clarification. And the departments
that do, still neglect the most impor-
tant element in clarifying values: they
neglect to help firefighters define and
clarify their own personal values.

Personal values clarity is directly
related to organizational commitment
levels. Most managers and leaders fo-
cus on organizational values, assuming
that if they just push those more, people
will eventually align themselves with the
organization. Unfortunately, that is not
accurate. If employees don’t have strong
clarity on their personal values, they are
unlikely to care about the organizational
values. Additionally, low clarity on per-
sonal values results in lower commit-
ment to the organization.

Here’s what the studies show: The
highest levels of organizational com-
mitment exist when there is high clarity
on both personal values and organiza-
tional values. So when your department
spends the time to really clarify the de-
KIMBERLY ALYN, Ph.D., is a best-selling author and an
international fire service speaker. She is the owner of
Fire Presentations (www.FirePresentations.com), a com-
pany dedicated to keynote presentations and training
workshops for the fire service. Dr. Alyn has conducted
the largest known fire service study on the topic of
leadership and works with fire departments across the
country on firefighter and officer development. She is
the author of 11 books and a variety of CD/DVD produc-
tions. Dr. Alyn holds a bachelor’s degree in manage-
ment, a master’s degree in organizational management
and a doctorate degree in management with a specialty

in leadership. Dr. Alyn can be reached at: 800-821-8116
or email Kim@FirePresentations.com.

40 Firehouse’

partment values and facilitate the process
of clarifying personal values, organiza-
tional commitment will be the highest.
The second-highest levels of orga-
nizational commitment
exist when there is high
clarity on personal val-
ues, but low clarity on
organizational  values.
This shows us that per-
sonal values clarity is
actually more impor-
tant. Yet most organiza-
tions spend more time
talking about the val-

If employees
don’t have strong
clarity on their
personal values,
they are unlikely

fective ways to do this is through the men-
toring process. If you don't have a strong
mentoring program in your department,
look at establishing one. You don’t need to
wait for a formal pro-
gram to be established.
Meeting with someone
once a week for an hour
to discuss important is-
sues and share experi-
ences is the basic foun-
dation of mentoring.

It is in mentoring
that you can define and
articulate personal val-

ues of the organization  fo) care a bout the ues. This is a great way
instead of encouraging to determine whether
the discussion of per- Organizational there is any inconsis-
sonal values as well. tency between personal

The absolute lowest va lues. values and organiza-

levels of organizational

commitment exist when there is low clar-
ity on personal values and you would think
low clarity on organizational values, right?
Wrong! The lowest levels of organizational
commitment exist when there is low clar-
ity on personal values, but high clarity on
organizational values. So clarifying and
ingraining organizational values in fire-
fighters will only increase their organiza-
tional commitment if you also make sure
they have clarified their own personal
values. Otherwise, if firefighters are walk-
ing around unsure of their own personal
values, but are getting hammered with the
organizational values, their commitment
to the organization will decline.

You will actually hurt organizational
commitment levels by continuing to re-
iterate organizational values without
facilitating the process of reiterating per-
sonal values. You need to walk firefight-
ers through the process of clarifying their
own personal values and how those val-
ues relate to their jobs and align with the
organizational values. One of the most ef-
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tional values. Mentor-
ing is also a great way to talk about how
to live out your personal values and the
organizational values on a daily basis.

Most mentoring programs in fire de-
partments focus on technical skills, poli-
cies, procedures and culture. I have seen
very few that focus on personal and orga-
nizational values. Don’t get me wrong - the
technical skills development is an impor-
tant part of the mentoring process. But just
remember this: most firefighters get hired
and pass probation due to their technical
skills, but most firefighters get fired for a
serious violation of a core value, like lying
when under investigation or stealing.

Most fire departments have mastered
technical-skills training. There needs to
be a strong focus on mentoring in values,
starting with management and working
your way down the chain of command.
You will see organizational commitment
increase while disciplinary issues decrease.

My next column will discuss how to
use your core values to evaluate be- &
havior. Stay tuned! =
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