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Welcome & Introduction 

This document serves as a roadmap for the Kaukauna Fire Department’s organizational 
restructuring. As Fire Chief, I have prepared this plan for every member of our department- 
firefighters, fire officers, city leaders, and the broader community. Its purpose is to provide 
clear information about the changes ahead, explain the reasoning behind them, and describe 
how we will support each other throughout the process.  

This restructuring is the result of months of thoughtful analysis and collaboration, guided by 
best practices in the fire service and a commitment to both our mission and our people. Our 
primary goal is to ensure that every member has the clarity, support, and resources needed 
to succeed in their role—while delivering the highest level of service and safety to the 
Kaukauna community. 

Change is never easy, but it also brings new opportunities. By working together with open 
communication and mutual respect, we can move forward in a way that honors the strengths 
of our department and supports the growth of every individual. Thank you for your 
dedication and commitment as we embark on this next chapter together. 

Jake Carrel 
Fire Chief, Kaukauna Fire Department 
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Purpose of This Document 

The purpose of this document is to provide a clear and transparent overview of the Kaukauna 
Fire Department’s restructuring plan. It is intended for all members of our department, city 
leadership, and interested citizens. 

This roadmap will: 

 Explain the reasons for restructuring, including the legal, operational, and professional 
factors that shaped our decision. 

 Describe what is changing, outlining our new organizational structure and the roles 
within it. 

 Clarify how the transition will be supported, detailing our approach to communication, 
training, and maintaining a positive work environment. 

 Serve as a reference, with up-to-date job descriptions, a summary of the Subject Matter 
Lead (SML) system, and placeholders for other key resources such as pay scales. 

Our goal is for every member of the Kaukauna Fire Department to understand what to expect, 
where to find answers, and how to get support during this transition. This document is 
intended to be practical, transparent, and focused on moving forward together as a unified 
team. 
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New Organizational Structure 
An overview of planned departmental changes 

To better serve our community and support every member of our department, we are moving 
to a structure that clarifies responsibilities, aligns with industry standards, and strengthens 
our leadership at every level. 

What’s Changing: 

 Our three Shift Assistant Chief positions will become Fire Captain positions, with 
Captains focused on direct crew supervision and daily shift operations. 

 Two Division Chief positions are being established: Division Chief of Operations and 
Division Chief of Training. These roles are responsible for program management, long-
term planning, supporting department-wide initiatives, and overseeing daily operational 
readiness and response. 

 Subject Matter Leads (SMLs) will be formally recognized for their expertise in key 
specialty areas and will work alongside Division Chiefs to guide department programs. 

 The creation of a civilian part-time Fire Inspector position is a critical component for the 
success of this plan. This role is necessary to manage the department’s inspection 
program, with our current Fire Inspector (Shift Assistant Chief) being transitioned to a 
Fire Captain. Establishing this new position is an immediate priority. 

 The department’s current administrative support of 7.5 hrs per week (0.2 FTE) is 
inadequate for existing needs. To enable the new command staff to be fully effective 
under this restructuring, addressing this administrative deficiency is a priority. 
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Why We Are Restructuring 

The decision to restructure the Kaukauna Fire Department was made after careful 
consideration of our legal responsibilities, industry best practices, and the needs of our 
personnel and community.  

Key reasons for restructuring include: 

Legal Compliance and Risk Reduction 
A primary driver for this restructuring is to ensure that our department’s leadership roles are 
clearly defined and aligned with the current demands of our department. Since the Shift 
Assistant Chiefs positions were created in 2006, the demands on our department have 
changed significantly. With our emergency call volume increasing from 980 to 1,903 during 
that time, the duties of the role have necessarily evolved to become increasingly focused on 
frontline emergency response and other company officer duties, rather than chief officer 
duties. This evolution, combined with feedback from within the department, prompted a 
formal review to ensure the position’s classification is aligned with the Fair Labor Standards 
Act (FLSA). 
 
To better reflect the role’s current responsibilities and to ensure our structure is sustainable 
for the future, we are updating the position to a non-exempt Fire Captain. This proactive 
change aligns the classification with the work being performed today, provides clarity for our 
personnel, and ensures that they are fairly compensated in accordance with federal 
guidelines. 

Clearer Roles and Career Pathways 
The new structure clarifies the chain of command, defines responsibilities at each level, and 
establishes a more traditional and progressive career ladder. Creating the Fire Captain 
position, with a focus on shift supervision and crew leadership, provides a clear path for 
professional advancement while aligning us with the standards of similar departments across 
the region. 

Improved Operations and Accountability 
By centralizing administrative and program responsibilities with two Division Chiefs—
Operations and Training—our department can operate more efficiently. Captains can devote 
more attention to leading their crews and ensuring operational readiness, while Division 
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Chiefs focus on long-term planning, compliance, and program development. This results in 
stronger day-to-day leadership and improved service delivery for the community. 

Preserving and Leveraging Expertise 
Our new Subject Matter Lead (SML) system recognizes and utilizes the specialized skills of our 
members. SMLs will advise and support Division Chiefs in critical areas such as Public 
Education, Apparatus, SCBA Maintenance, and Tools, ensuring that valuable knowledge and 
experience continue to benefit the department. 

Supporting Professional Growth and Engagement 
This restructuring is designed to create more opportunities for all members to learn, lead, and 
be recognized for their contributions. By establishing clear roles, fair compensation practices, 
and new avenues for involvement, we are investing in the future of our department and the 
well-being of our team. 
 
We believe these changes will strengthen the Kaukauna Fire Department—positioning us for 
continued success and preparing our less-tenured staff for future leadership positions. 
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Proposed Organizational Chart 
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Position Roles and Responsibilities 
 

 Fire Chief 
Provides overall leadership, strategic vision, and serves as the department’s primary 
representative to city administration, elected officials, and the community. 

 Division Chief of Operations 
Oversees daily operational readiness, EMS administration, quality assurance, and 
supervises all Fire Captains. 

 Division Chief of Training 
Leads the department’s training, professional development, and Paid-on-Call (POC) 
program, promoting continuous improvement and preparedness by fostering a culture 
of growth and learning in fire, rescue, and emergency medical services. 

 Fire Captain 
Lead each 24-hour shift, supervise and mentor their crews, maintain operational 
readiness, and ensure effective response to emergencies. Captains report to the Division 
Chief of Operations. 

 Lieutenants, Driver/Operators, and Firefighter/Paramedics 
Support shift operations, carry out assigned duties, and report up through their Captain. 

 Paid-on-Call (POC) Staff 
Participate in training and emergency response as needed, under the direction of the 
Division Chief of Training. 

 Subject Matter Leads (SMLs) 
Designated members with expertise in specific areas (such as Public Education, 
Apparatus, SCBA Maintenance, Tools, etc), who advise and assist Division Chiefs to 
ensure ongoing excellence and innovation in department programs. 

This structure strengthens our ability to serve the community, clarifies who is responsible for 
what, and creates new opportunities for every member to grow and lead. 
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How the Transition Will Be Supported 

We recognize that change, even when positive and necessary, brings questions and 
adjustments for everyone involved. Our goal is to make this transition as smooth, transparent, 
and supportive as possible for every member of the Kaukauna Fire Department. 

Support for staff during the transition: 

Open and Ongoing Communication 
We are committed to sharing regular updates, timelines, and important information as the 
transition progresses. Leadership will be available for one-on-one conversations, group 
meetings, and to answer questions as they arise. Feedback is valued and will be used to help 
guide the process. 

Clear Roles and Expectations 
We will provide updated job descriptions, an organizational chart, and a responsibility matrix 
to clarify new roles and reporting lines. Training sessions and written resources will help every 
member understand expectations and how their contributions fit into the new structure. 

Recognition of Experience and Expertise 
We honor the skills and dedication of every firefighter, especially those whose roles or titles 
are changing. The Subject Matter Lead (SML) system is designed to ensure that their expertise 
continues to shape our programs and services. 

Professional Development and Training 
Leadership development, mentorship, and ongoing training opportunities will be available—
especially for those moving into new roles or responsibilities. Our goal is to set every 
firefighter up for success. 

Support and Flexibility 
We will monitor workloads, listen to concerns, and adjust as necessary to ensure that no 
individual or shift becomes overwhelmed. Administrative support and resources will be 
provided where necessary. 
 
Our commitment is to work together, stay connected, and adapt as needed to ensure this 
transition strengthens our department and benefits every member. If you have concerns or 
suggestions, please reach out to either the Division Chiefs or the Fire Chief at any time. 
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Subject Matter Lead (SML) System 

As part of our organizational restructuring, the Kaukauna Fire Department is implementing a 
Subject Matter Lead (SML) system to strengthen specialty programs and preserve expertise. 
This system formally recognizes members with deep knowledge in key areas like Public 
Education, Apparatus, SCBA Maintenance, and Fire Prevention, ensuring high program 
standards and professional development while maintaining clear administrative authority. 

Overview and Purpose 
The SML system designates selected personnel as recognized experts and mentors within their 
specialty areas. SMLs serve as trusted advisors, technical resources, and champions of best 
practice, supporting program development and knowledge transfer across the department. 
Importantly, SMLs do not have administrative, disciplinary, or budget authority. Instead, they 
operate as program advisors, reporting to and advising Division Chiefs (or the Fire Chief), who 
retain strategic and administrative oversight for all programs. 

Key Benefits: 

 Preservation of Expertise 
SMLs ensure that vital experience and technical knowledge are maintained throughout 
the department. 

 Professional Growth 
SMLs may be Division Chiefs, Captains, Lieutenants, Driver/Operators, 
Firefighter/Paramedics, or even the Fire Chief. Assignments are made based on 
expertise, interest, and department needs. 

 Enhanced Innovation 
SMLs have the opportunity to spearhead innovation, by coming up with fresh ideas and 
experimenting with new approaches. Division Chiefs can turn these ideas into reality by 
securing resources, scaling what works, and embedding these into daily operations.  

 Recognition and Engagement 
The SML role provides visible acknowledgement for those who demonstrate exceptional 
commitment and skill in specialized areas, increasing engagement and morale.  

 Succession Planning 
SMLs actively mentor future leaders and ensure continuity of institutional knowledge, 
supporting long-term organizational resilience.  



 

Page 10 

SML Roles and Responsibilities: 

Each SML is expected to: 

 Advise and mentor personnel while serving as the primary technical resource 
for questions, developments, and troubleshooting in their specialty area.  

 Develop and recommend training programs, SOPs, and best practices for their 
specialty. 

 Support Division Chiefs with program reviews, policy recommendations, and 
implementation of strategic initiatives. 

 Collaborate with other SMLs and Division Chiefs to promote innovation and 
document knowledge for succession planning. 

SMLs do not: 

 Supervise or evaluate other members. 

 Make disciplinary, hiring, or budgetary decisions. 

Selection and Appointment Process 

SMLs are selected through a transparent process that considers demonstrated expertise 
(certifications, experience), communication and mentoring skills, passion for the subject area, 
and department needs. Members may apply or be nominated for SML positions, with 
selection panels that typically include the Fire Chief, Division Chiefs, and Fire Captains. Term 
lengths and rotations will be defined to ensure knowledge transfer, prevent burnout, and 
broaden participation, and SML assignments will be reviewed annually. 
 

Support and Accountability 

 Fire Captains are responsible for supporting SMLs by providing time for SML 
duties as feasible within daily shift operations. Division Chiefs will monitor 
workload balance and program progress to ensure SML effectiveness. 

 SMLs will have access to resources such as training, reference materials, and 
program budgets (as approved). 

 Regular meetings between SMLs and Division Chiefs will ensure strong two-
way communication, timely feedback, and ongoing alignment with 
departmental priorities. 
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Evaluation and Continuous Improvement 

The SML system will be formally evaluated annually by Division Chiefs and the Fire Chief, 
incorporating feedback from SMLs and all department members. Adjustments will be made as 
needed to strengthen role clarity, support, and alignment with departmental goals. 

Examples of SML Specialty Areas 

 EMS Supplies and Medication 

 EMS Protocol Review and Development 

 Training and Professional Development 

 Inspection Programs 

 Apparatus Maintenance 

 Station Maintenance 

 Grant Management 

 Bunker Gear and PPE 

 SCBA Maintenance 

 Data & Technology 

 Other Ad Hoc Projects 

Summary 
The SML system enables the Kaukauna Fire Department to harness the full range of its 
members’ expertise, supporting both operational excellence and member development. By 
maintaining a clear distinction between advisory and administrative roles —and by 
committing to transparency, support, and recognition —we will build a more resilient and 
innovative department for the future. 

 

 

 

 

 



 

Page 12 

Contact Information & Ongoing Support 

We are committed to supporting every member of the Kaukauna Fire Department throughout 
this transition and into the future. If you have questions, need clarification, or want to discuss 
any part of the restructuring, please reach out at any time. Your feedback and input are 
essential to our department’s success. 

Additional Resources: 

 Updates, meeting schedules, and important documents will be shared with 
staff via city email, the fire department Intranet (KKFD.online), and added to 
the Officer Notes where appropriate. 

 Members are encouraged to attend regular shift meetings and open forums 
for additional support and to share feedback. 

 Confidential feedback or concerns can also be submitted directly to the Fire 
Chief. 

Ongoing Support: 

 Leadership is committed to monitoring the transition and making adjustments 
based on feedback from staff. 

 Regular check-ins, surveys, and open-door opportunities will continue beyond 
the initial transition period. 

Your questions, concerns, and ideas are important—please don’t hesitate to reach out. 
Together, we will ensure the continued success and strength of the Kaukauna Fire 
Department. 
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Appendix 

This section is reserved for additional reference materials, resources, and supporting 
information. Content may be added as needed to help support our department’s transition 
and provide helpful information to all members.  
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Job Description – Fire Captain (1-4) 
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Job Description – Fire Captain (2-4) 
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Job Description – Fire Captain (3-4) 
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Job Description – Fire Captain (4-4) 
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Job Description – DC of Operations (1-4) 
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Job Description – DC of Operations (2-4) 
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Job Description – DC of Operations (3-4) 
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Job Description – DC of Operations (4-4) 
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Job Description – DC of Training (1-4) 
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Job Description – DC of Training (2-4) 
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Job Description – DC of Training (3-4) 
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Job Description – DC of Training (4-4) 
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Job Description – Inspector (1-3) 
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Job Description – Inspector (2-3) 

 



 

Page 28 

Job Description – Inspector (3-3) 
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Wage Scale – Fire Captain 
 

 12.26.24 06.26.25 12.25.25 12.24.26 

Captain     
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Wage Scale – Division Chief 
 
2025 

Grade Step 
A 

Step 
B 

Step 
C 

Step 
D 

Step 
E 

Step 
F 

Step 
G 

Step 
H 

Step 
I 

24 $94,332 $96,552 $98,825 $101,152 $101,152 $103,534 $105,915 $108,351 $113,392 
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Wage Scale – Fire Inspector 
 
2025 

Grade Step 
A 

Step 
B 

Step 
C 

Step 
D 

Step 
E 

Step 
F 

Step 
G 

Step 
H 

Step 
I 

10 $28.50 $29.17 $29.86 $30.56 $31.28 $32.01 $32.76 $33.54 $34.33 

 

 


