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ABSTRACT 

 

The Korean firefighting organization, which started in 1426 during the Joseon Dynasty, 

has made many quantitative advances over the past decade based on its high public confidence 

and reputation. However, it faces numerous challenges internally and complaints about the 

chronic personnel management and promotion system are one of the representative conflict 

factors. 

This research conducted a review of the work evaluation system and promotion system 

currently implemented by the firefighting organization. It focused on comparing systems 

operated by similar institutions such as general public officers, police, and overseas firefighting 

organizations, identifying complementary points, and presenting meaningful proposals. For a 

more objective approach, public documents and literature currently in use were analyzed and 

4,529 articles posted on online forums mainly used by firefighters were statistically classified, 

and in-depth interviews were conducted with 21 incumbent employees to listen to opinions 

within the organization. 

The policy proposal presented in this paper aims to revitalize the organization through 

positive motivation. By expanding objective performance indicators and ensuring evaluators' 

authority, a more advanced work evaluation system is established, and additional points are 

proposed to foster talent suitable for the future value of the organization. The final stage of the 

proposal is to develop into a healthy organization with appropriately distributed powers. 

 

Keywords: Firefighter, Firefighting Organization, Work Evaluation, Personnel Management 
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Improving the Work Evaluation and Personnel Management System of Firefighters 

: A case study of Korean firefighting organization 

 

1. Introduction & Research Objectives  

Most countries in the world have uniform organizations to protect their people's lives and 

property. Although there are a few differences due to their historical background and cultural 

differences, these uniform organizations are making efforts to fulfill their calling in an 

emergency situation where the conditions of limited time and resources are given (Joe, S. W., 

2018). The Korean Firefighting Organization is one of the major uniform organizations formed 

nationwide, led by the National Fire Agency (NFA). As of 2023, it carries out 36,000 fire 

suppression, more than 1 million rescue cases, and more than 3.14 million emergency medical 

service (EMS) cases per year. The most widely known emergency number in Korea, 119, 

represents the Korean Firefighting Service. 

Figure 1.1 

Number of cases handled annually by firefighting Organization (NFA, 2023) 
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Based on its high public confidence and popularity, the Korean firefighting organization, 

which has solved the lack of manpower, which has been a long-cherished problem for the last 10 

years, continues to expand quantitatively, putting most of its increased 64,054 manpower on the 

field. In the following table, field staff under the fire station correspond to field shift workers. 

Table 1.1 

Staffing by department: Korean firefighting organization (NFA, 2023) 

 

However, in addition to this quantitative development, the Korean firefighting 

organization faces many challenges in the qualitative development that must be accompanied. 

The representative problems that have been latent so far and have begun to surface with the 

launch of the firefighting association in July 2021 are as follows (Choi, N., & Park, J., 2021). 

The first is the lack of chronic communication according to the unique military-style 

culture. This mainly makes it difficult for lower-rank firefighters working in the field to 

communicate with higher-rank departments, and the combination of transparent work evaluations 

and personnel systems creates distrust in managers (Park, C., 2014). In this study, online forums 

and in-depth interviews were used to collect opinions from the field, but there were few cases of 

expressing positive opinions on the current work evaluation system.  
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Figure 1.2 

Firefighting Unions (Internet source, 2021) 

    
 

The second is the conflict between internal members. There are many problems such as 

conflicts between origin, rank, and gender, but the representative is the separation of field and 

office workers. Statistically, 80% of firefighters work in the field and the remaining 20% work in 

the office. Field workers work 24 hours a day out of three days, with higher wages and more free 

time than office workers. Therefore, many firefighters are extremely reluctant to engage in office 

work, even though it is essential. As a reward, office workers are given more opportunities for 

promotion, but field workers are unhappy that a small number of office workers take all the 

opportunities (Yang, H., 2022). 

Therefore, the purpose of this Capstone project is to help these chronic problems, and it is 

to be solved by improving the work evaluation and personnel system related to the majority of 

conflict factors. Therefore, the first research question is to identify the complementary points and 

suggest alternatives to the work evaluation system, and the second is to check vulnerabilities of 

the personnel system and propose an improvement policy.  
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Figure 1.3 

Firemen on the Scene Are Angry at the Promotion Conditions (Yang, H., 2022) 

   

 

In the next chapter 2, a literature review of existing emergency services and firefighting 

organizations and a review of performance management will be conducted together to improve 

the work evaluation that is the basis of the personnel system. Chapter 3 explains the 

methodology for conducting the study. We will collect secondary data such as documents and 

literature, analyze them through case studies, and conduct quantitative analysis and content 

analysis based on primary data such as surveys and interviews. Chapter 4 is a review of the target 

Korean firefighting organization. It will briefly summarize the nature, development history, and 

current status of the organization. Chapter 5 looks at work evaluation. Identify the 

complementary points of the existing system and present policy proposals through case studies 

of general public officers and police organizations with similar characteristics. Chapter 6 is about 

the personnel system. It will analyze especially the promotion system, and propose improvement 

through case studies of fire organizations in the United States, Japan, and Hong Kong. Finally, 

Chapter 7 will cover the conclusions of this Capstone project and future research. The 

possibilities and limitations of this study will be briefly discussed. 
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2. Literature Review 

2.1 Emergency Services and Fire Organization 

Before reviewing related literature, we need to define some important terms. A 

considerable amount of literature has been published on emergency service and firefighting 

organizations. As these studies have defined Emergency Services and Fire Organizations with 

different meanings depending on their purpose (e.g., Burgess, J. L. et al., 2021; see also Kc, K., 

2018; Dai Han, S. et al., 2012). Therefore, terms such as Fire Organization, Fire Service 

Organization or Management Agency, and Firefighting Organization will be used in the same 

sense in this document. Firefighters and Fire Officials also use the same meaning.  

The other official terms used in the administration will be described based on the Korean 

Law Information Center of The Ministry of Government Legislation (MOLEG). For example, 

‘Life Safety Activities’ means the work performed by fire departments to prevent people’s lives 

in danger. This definition is in accordance with Article 163 of the Framework Act on Firefighting 

in Korea. 

The emergency services and fire organization was originally a major area of interest 

within the public field (Heo, B. et al., 2018; Joe, S. W., 2018). With the emergence of the modern 

concept that the government should ensure the safety of its people, this issue shifted from the 

local level to the nationwide level (Burgess, J. L. et al., 2019; Kc, K. et al., 2018; for a discussion 

on resources optimization, see Lee, J., & Masatsugu, N., 2015). In Korea, substantial government 

investment in public safety has only recently been made. Since the Moon Jae-in administration 

took office in 2018, the recruitment of about 20,000 firefighters has progressed very quickly in a 
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short period of time. In addition to the size of the firefighter recruitment, deployment and 

operation are issues that draw attention. Much of the current literature on this topic focuses on 

the improvement of government organizations (e.g., Park, C. S., 2020; Jin, C., & Lim, J. S., 

2018; see also Mun, G. S., 2017). Since the nationalization of fire officials in 2020, discussions 

on organizational restructuring have been more active (Yoon, J. H., & Lee, K. J., 2021). What 

can be seen in the figure below is the typical structure of the fire headquarters. 

Figure 2.1 

Structure of Seoul Metropolitan Fire & Disaster Headquarters (Internet Source, 2022) 
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The previous study by Park, C. S., and Kim, S. J. (2020) offer some important insights 

into the organizational culture of firefighters. Based on the existing literature and statistics, this 

paper will provide an opportunity to advance the understanding of the characteristics of 

firefighters' tasks. Park, C. (2014) mentioned the organizational culture according to the work 

characteristics of firefighters is also worth noting. 

Having discussed previous research and current issues, cases overseas were analyzed. 

White Paper from Fire and Disaster Management Agency of the Ministry of Internal Affairs and 

Communications, Japan (FDMA, 2022) and Statistic Report of Fire Services Department, The 

Government of the Hong Kong Special Administrative Region (FSD, 2022) were reviewed. In 

these documents, quantitative figures were mainly checked, and the high rate of increase in EMS 

cases was commonly confirmed. 

The work evaluation system of the U.S. firefighting organization, which has a completely 

different recruitment system from the East, was also referred to. In the County of Orange 

Department of Fire & EMS Employee Performance Evaluation Company Officer, Form 2.3.8, it 

can be seen that there is a descriptive work evaluation system to describe qualitative parts. It was 

confirmed that there are many differences from the Korean system in which all figures are 

converted into scores (Orange County, VA., n.d.). 

 

2.2 Performence Management 

The dictionary definition of performance refers to the result of what happened. However, 

in performance management, the concept of performance is difficult to be limited to this 
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dictionary definition has developed to have a more complex meaning (Ko. Y. et al., 2014). The 

definition of the existing literature on performance is summarized as follows. Rogers (1990) 

argues that performance is "the degree to which the goal set by the government has been 

achieved to some extent through the activities of the government." Meanwhile, Lee, K. (2019) 

viewed performance as a concept of efficiency or productivity, including budget reduction and 

service development cost reduction.  

The concept of performance management in the public sector is also published in various 

ways. Some literature related to government reviews (Jang, J. et al., 2008; also see Lee, K., 

2019) expresses this process using other terms, but the overall structure of assessment-analysis-

feedback is the same as that of the private sector. In addition, Rogers (1990) views performance 

management as a retrospective assessment that accurately evaluates the process and output of 

government intervention and the advantages, usefulness, and value of the results and reflects 

them in future practical measures. Poister (2008) defines performance management regarding 

more monitoring as improving efficiency by periodically reporting assessment and project 

performance results to managers in achieving long-term and short-term goals. 

Among the documents related to performance management in the public domain, the key 

part to be cited in this study is the concept of key performance used in work evaluation and 

promotion scores. Harvey, H. B., Hassanzadeh, E., Aran, S., Rosenthal, D. I., Thrall, J. H., and  

Abujudeh, H. H. (2016) left a meaningful study on key performance measurements using 

quantifiable indicators, represented by the phrase "you can't manage what you can't measure." 

(see also Lugoboni, L. F. et al, 2021; Jang, J. et al., 2008). They made us realize the importance 

of the so-called SMART principle's specific and measurable indicators. 
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Table 2.1 

Smart Indicators Checklist, with Case Study (META, 2023) 

 

 

 

 

 

 

 

 

 

 

This study will check the extent to which this SMART principle described in the table 

above is observed in the current firefighter work evaluation system and examine the possibility 

of improvement. Similar studies were conducted at the request of the Korean administration 

(Lee, H. et al., 2020) but since the main focus was on the general administrative field, the current 

criteria for firefighters will be reviewed separately. 

 

S Specific 

Does the indicator measure only one variable or aspect of a program, project, 
objective, outcome or output? 
Does the indicator clearly specify what variable is being measured, for/among 
whom? 

M Measurable 
Are there practical ways of measuring the indicator? 

Have the data elements used to calculate the indicator been clearly defined? 

A 

Attainable Is the target attached to the indicator achievable? 

Appropriate 
Does the indicator measure the objective, outcome, or output meant to 
measure? Does measuring this tell us whether we have achieved what we 
wanted to achieve? 

Attributable 

R 

Relevant 

Realistic Is it possible to measure this indicator (within the available timeframe, with 
the available resources)? 

Reliable 
Is it clear how the indicator will be calculated so that the same results would 
be seen if the indicator were calculated repeatedly to measure the same 
condition or event? 

T Timebound Does the indicator state within what timeframe the indicator will be measured? 
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3. Methodology 

3.1 Work Evaluation System 

Secondary data collections such as document and literature were mainly used as a method 

for discussing the work evaluation system. Most of the official documents on the work 

evaluation of Korean firefighting organizations are stipulated in the Enforcement Rule Of The 

Fire Official Promotion and Appointment Regulations (MOLEG, 2022). Among them, the form 

of the Multiple Evaluators System using the first and second evaluators was reviewed. Details of 

this can be found in the Attached Form 1 in the regulations. Looking at the table below, it can be 

seen that in general, the primary evaluator is the manager of the department and the secondary 

evaluator is the deputy director. If it operates normally, it would be a reasonable system, but as 

will be described later, the dissatisfaction with this system is quite high. 

Table 3.1 

Multiple Evaluators System for Firefighters (MOLEG, 2022) 
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In addition, items to be digitized in the Work Performance Evaluation Table in Form 1 of 

the same regulation were identified. The scores are added up into three categories: Work 

Performance, Performance Ability, and Attitude. After the evaluation and approval of the first 

evaluator is completed, the evaluation of the second evaluator begins, and the details of the work 

evaluation are legally guaranteed not to be disclosed. This takes into account the specificity of 

the fire organization that values the command order system (Park, C. S., & Kim, S. J., 2020). In 

principle, the list of promoters is also private, but it is not kept well in reality. 

Table 3.2 

Work Performance Evaluation Table for Firefighters (MOLEG, 2022) 
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It seems to be an absolute evaluation that quantifies the score, but it is actually close to a 

relative evaluation with a fixed ratio for each grade (A, B, C, D). Therefore, the form of 

firefighters of the same class with similar work experience in the same department is being 

avoided, because it affects their promotion.  

For more case studies, The Local Official Evaluation Regulations of general public 

officials with similar organizational structure and the Police's Work Performance Evaluation 

Table were also analyzed. General public officials are similar in the large framework of 

administrative officials, and police have the same characteristics as a uniform organization. 

Table 3.3 

Evaluation Tables of Similar Organizations (MOLEG, 2022) 
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In the case of general public officials, it is required to describe the assigned job of the 

evaluated person as a top priority. Set goals for the task and evaluate its achievement. The 

police's evaluation table is similar to that of firefighters, but it has the first, second, and third 

evaluators. It is noteworthy that Reward items are included separately.  

In addition, it looked at the case of the United States, where firefighters are not public 

officials. This research used the County of Orange Department of Fire & EMS Employee 

Performance Evaluation below. Unlike in the case of Korea, which is a principle of non-

disclosure, it is characterized by describing the comment of the evaluator for each item.  

Figure 3.1 

Employee Performance Evaluation Form 2.3.8 (Orange County, VA., n.d.) 
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Furthermore, the statistics of the Fire and Disaster Management Agency of the Ministry 

of Internal Affairs and Communications, Japan and the Fire Services Department, The 

Government of the Hong Special Administrative Region, and published official documents are 

referred to next parts. 

 

3.2 Personnel Management System 

As a methodology for improving the personnel management system, the second research 

question, the primary data collection using surveys and interviews was used. A survey conducted 

quantitative (statistical) analysis, and interviews conducted the content analysis.  

For the survey, 4,529 comments were analyzed from 2008 to 2021, posted on the bulletin 

board for the incumbent of an Internet online forum 'the Fire Service Love Party' with 182,884 

members related to firefighting. Users' comments were largely divided into organizational 

criticism, working conditions, salaries, promotions, and personnel management (changes).  

Figure 3.2 

Online forum comment analysis (2022) 
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At the beginning of the analysis, the number of comments on criticism of the 

organization was expected to increase due to the increase in the number of younger generations 

over the years, but the actual analysis results were reversed. Internal criticisms have decreased 

noticeably over the years, and interest in promotions has been increasing as time goes by. This is 

analyzed for two reasons. The first is that the tool to express complaints about the organization 

has been diversified into individual social network services. The second is that the biggest 

concern as a civil servant is promotion, regardless of age, task, gender. In the case of payment 

and working conditions, they did not show any significant trends because they were given 

according to the information and regulations disclosed. 

For in-depth analysis, interviews were conducted during the period from October 15 to 

November 8, 2022. Face-to-face and written interviews were conducted at the same time, and 21 

incumbent employees working at the National Fire Agency and the Sejong Fire Headquarters 
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were targeted. To check whether there are differences by rank and gender in the answers, the 

ranks consisted of Deputy Fire Chief 1, Fire Captain 3, Fire Lieutenant 5, Fire Sergeant 6, Senior 

Fire Fighter 3, and Firefighter 3, and the gender consisted of Male 13 and Female 8. 

The following five questions were asked. (i) Which do you prefer, office work or 

fieldwork and shift work? (ii) What kind of work do colleagues around you prefer? (iii) Are you 

willing to accept if you are given a good promotion chance instead of your preferred place of 

work and working conditions even lower pay or more work hours? (iv) What is the main reason 

for wanting to be promoted? ex) expansion of the organization, more authority, more pay, pride, 

etc. (vi) Are you satisfied with the current work evaluation system that affects your promotion 

status? In addition, opinions other than answers could be freely described or stated. 

Table 3.4 

Incumbent Interview Results (2022) 
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Briefly summarizing the above, the methodology mainly used in this study is shown in 

the table below. The analysis results of the survey and interviews were cited in the entire content. 

Table 3.5 

Methodologies by Research Question (2022)  



 

 

25 

 

4. Korean Firefighting Organizaion Review 

4.1 Characteristics of Organization 

Modern times, each country generally has a government organization that conducts fire 

prevention, rapid fire extinguishment, and public life protection through emergency rescue and 

first aid activities. There are differences in the name and organization composition according to 

its history and needs, but there is no significant difference in its function (Son, K. H., & Shin, W. 

R., 2020). The government of the Republic of Korea performs this function by forming a 

firefighting organization in accordance with the Framework Act on firefighting Services. The 

purpose of this Act is to prevent, take precautions against, or suppress, fires and to safeguard the 

lives, physical health, and property of citizens by providing rescue and first-aid services, etc. in 

times of fires, calamities, disasters, and other emergency situations, thereby contributing to 

maintaining public peace and order and promoting public welfare (MOLEG, 2022). Therefore, 

the Korean firefighting organization's main fields are fire suppression, rescue and emergency 

medical service (EMS) and other personnel are allocated to fire prevention and life safety 

activities. Among them, EMS accounts for the largest workload, accounting for 70-80% of the 

total number of dispatches since the 2010s (Jin, C., & Lim, J. S., 2018). 

Figure 4.1 

Main Fields of Korean Firefighting Organization (Internet source, 2022) 
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Since it is an organization that has to make quick decisions within a limited time and 

resources in an emergency situation, firefighting organizations have a strict rank system as their 

characteristics (Heo, B., Park, J., & Heo, W., 2018). The workforce of the Korean firefighting 

organization is divided into 12 ranks. The fire commissioner is in charge of the National Fire 

Agency and all Korean firefighting organizations. The fire station which public people generally 

have access has jurisdiction over one area and the person in charge is the fifth rank, the fire chief. 

The rank below the fire chief is as described in the following figure. 

Figure 4.2 

The Ranks of Firefighters (NFA, 2023) 

 

 

The promotion of firefighters is largely divided into three categories. The examination 

promotion applies to all ranks and is the most common form. The test promotion takes place 

once a year, and the highest rank that can be raised is Fire Lieutenant. Because it takes a lot of 

time to prepare for the test, firefighters who work in positions suffering from hard work prefer to 

be promoted by examination form. Special promotion is applied to a small number of people 

who saved the lives of their colleagues or made special achievements in the field. The highest 

rank is also limited to Fire Lieutenant (MOLEG, 2022). 
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4.2 Historical Development 

The history of Korean firefighting organizations began in 1426 with the Joseon Dynasty's 

Geumhwadogam. In 1948, a modern firefighting organization was established but it was only 

one department under the Ministry of Interior until 1992. In 2004, the National Emergency 

Management Agency became independent but it was still divided into fire and local 

organizations. In the wake of the Ferry Sewol incident, it has undergone many changes, 

including being incorporated under the Ministry of Public Safety and Security, but now it has 

become independent as a single ministry, and all firefighters have the status of national officers 

(NFA, 2023).  

Table 4.1 

History of Korean Firefighting Organization (NFA, 2023) 
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Through this period of change, the Korean firefighting organization has made a lot of 

progress. The biggest change is about the increase in manpower (Park, C. S., 2020). A large 

number of new recruits have been made to address the chronic shortage of manpower, and about 

65,000 people are currently working for the fire service. This is an increase of more than 40% 

compared to 10 years ago, and the number of people in charge per firefighter has also decreased 

from 1,328 to 807 (NFA, 2023). The difference can be seen by looking at the figure 1.2 below, 

and there was little change in the number of beneficiaries of fire service during the period when 
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the number of firefighters was increased. Although it cannot be said in a nutshell because each 

country has its own characteristics, this number of people in charge per fire fighter is evaluated 

to be close to the level of developed countries (Yoon, J. H., & Lee, K. J., 2021). 

Figure 4.3 

Increasing Number of Firefighters in the Past Decade (NFA, 2023) 

 

 

4.3 Current Status 

As of 2023, the Korean firefighting organization consists of the National Fire Agency as 

a central government department, and fire headquarters established in 19 metropolitan cities and 

provinces nationwide. As can be seen in the figure below, there are 119 rescue headquarters and 

the National Fire School under the Fire Agency, but the center of firepower that the general 

public can feel is 230 fire stations and over a thousand of 119 safety centers located under each 

city headquarters. Most of the field workers in major positions represented by fire suppression, 

rescue, and first aid are assigned to these fire stations and 119 safety centers (Lee, W., 2019).  
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Figure 4.4 

Korean firefighting Organizations (NFA, 2023) 

 

Korean firefighting organizations have a typical pyramid structure. The number of low 

ranks is large, and the number of high ranks is small. It is a stable hierarchical structure that can 

be seen in countries that have formed fire organizations as civil servants. With rapid recruitment 

over the past decade, this low-rank-oriented fieldwork structure has a more robust form. On the 

other hand, as the service years of these low ranks rise, the heavy labor costs to bear and internal 

conflicts to seize the opportunity for promotion are the burdens of the organization. 

Table 4.2 

 Current status of Korean firefighters of 2022 (NFA, 2023) 
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The increase in the EMS case identified in Figure 1.1 above is a common phenomenon 

that can be seen overseas. In Korea, 66% of the dispatches were EMS-related as of 2019, and in 

Hong Kong and Japan, the number of calls related to EMS increased significantly compared to 

the traditional task of firefighting. 

Figure 4.5 

Trend of Increase in EMS (overseas) (FDMA, 2022; FSD, 2022) 

 

As the burden of work increases, it is inevitable to increase the manpower and expand the 

organization deployed, but the Korean firefighting organization is still insufficient. Japan has 

been steadily increasing the number of paramedic teams for over 20 years, and the Hong Kong 

firefighting organization consists of two systems: fire suppression and EMS. The number of 

paramedic teams affects the number of paramedics, and the organization's expansion means an 

increased opportunity for firefighters to be promoted in their field.  
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Figure 4.6 

 Expansion of EMS-centered task area (overseas) (FDMA, 2022; FSD, 2022) 

 

In Korea, it is analyzed that it still has an organizational composition centered on fire 

suppression, which is a traditional task of firefighters. According to Figure 2.1 above, out of the 

total six divisions, only one of the five teams under the Disaster Response Division is in charge 

of EMS tasks. (EMS Planning Team) This means that even if an EMS expert who has been 

recognized for his/her ability at the fire department level is promoted and moves to the fire 

department headquarters, he or she has no position to show his or her capabilities, so he or she 

has to take charge of other tasks. It is a part that must be improved for the future of the 

firefighting organization. The field manpower related to EMS under the fire station identified in 

Table 1.1 already accounts for 28% of the total. 
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5. Findings of the Work Evaluation System 

5.1 Current System  

According to the second data collection conducted for the study, it is thought that the 

multi-evaluator system is generally applied to a pyramid-type and top-down command system 

such as a firefighting organization. In order to evaluate a large number of people with a small 

number of people, the fire department shall be the first evaluator as the head of the working 

department, and the second evaluator shall be the head of the deputy director or the head of the 

agency as shown in Table 3.1 above. The designation of the deputy director as the second 

evaluator here is interpreted as an attempt to check the excessive exercise of authority by the 

head of the agency. 

As can be seen in the comments and interviews of the survey and other opinions before 

(Table 3.4), the multi-evaluator system of fire organizations is recognized by internal members as 

not operating properly, and the reasons are considered to be as follows. 

First, the score calculation of the current Work Performance Evaluation Table in Table 3.2 

is actually in the form of ranking employee performance. If firefighters of the same rank work in 

the same department, one gets good grades and the other gets bad grades, even if they all do 

good work performance. According to Article 7, Paragraph 3 of The Fire Official Promotion and 

Appointment Regulations, work performance is to be evaluated according to the distribution 

ratio of A grade 20%, B grade 40%, C grade 30%, and D grade 10% by rank. In addition, 

evaluators are not allowed to give the same score in accordance with Article 8, Paragraph 3 of 

the Enforcement Regulations (MOLEG, 2022). When the evaluator gives the maximum score 
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allowed by the regulation step by step, only the ranking remains. 

Table 5.1 

Performace Grade Rating Scale and Evaluation Method (MOLEG, 2022) 

 

 

Second, the authority of the second evaluator is too strong compared to the first evaluator. 

For example, for personnel under Fire Lieutenant in the fire station, the first evaluator is the head 

of a department, and the second evaluator is the chief of a fire station. In the case of 119 safety 

centers where most of the field personnel work, the center manager corresponds to the head of a 

department. The personnel evaluation and appointment of the 119 center manager is the authority 

of the fire chief, and the first evaluator cannot check the evaluation of the second evaluator. In 

the end, the system is operated in a form that has no choice but to look at the fire chief of the fire 

station. At the fire headquarters level, the chief of the fire headquarters does the same role.  

The problem is that the second evaluator does not actually know enough about the 

evaluation target. A fire station usually has 250 to 300 firefighters. It is almost impossible for the 

fire chief to grasp all of their work performance in the work evaluation conducted twice a year. 

So, the first and second reasons combine to rank firefighters in the simplest way such as age and 
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working period. Naturally, conflicts with employees who want to be recognized for their value 

through work will inevitably arise. 

Another problem is that there are few quantitative evaluation items. Criteria are also 

ambiguous. It will be discussed more through the next case studies of other organizations. 

Table 5.2 

Evaluation Factors and Criteria (MOLEG, 2022) 

 

5.2 Case Study 

Looking at the evaluation tables of general administrative officials and police, it can be 

seen that both adopt a multi-evaluator system. In the case of general public officials, evaluators 

and confirmers are required to give approval for work evaluation. The first evaluator gives scores 

and the confirmer only approves them and an evaluation committee is formed to prevent 

arbitrary judgment by one person. However, there is no guarantee that such a system is operating 

according to its original purpose. This is because evaluation committee members do not know 

more about the subject than evaluators, so most of the evaluators' opinions are approved in the 

form of respect for them. 
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In the case of the police, as previously discussed in Table 3.3, the first, second, and third 

evaluators conduct work evaluation. A characteristic factor is that a significant amount of 

descriptive evaluation is conducted at the same time for the high rank polices. This developed 

form of narrative evaluation is stronger in the United States, not in civil service organizations. 

Figure 5.1 

Example of Comments Requirements by Evaluation Item (Orange County, VA., n.d.)  

 

 

The above figure is a work evaluation form used by the Orange County Fire Department 

in the United States, consisting of eight pages. Since it is premised on the disclosure of the 

evaluation, a reasonable explanation must be attached to the comments when each score is given 

(Orange County, VA., n.d.). It can be a reference element in complementing the multi-evaluator 

system. 

Let's look at another issue, the evaluation criteria. When looking at the evaluation items 

on the fire organization's work evaluation table, Work Performance, Performance Ability, and 

Attitude each have a 1/3 share. Considering the general principles of evaluation indicators we 
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discussed earlier (Table 2.1), Work Performance is a quantitative indicator and Attitude is a 

qualitative indicator. Work Performance consists of three types: (i) workload (ii) accuracy (iii) 

speed. The evaluation Criteria of the workload is 'How much work does dealing with?' as Table 

5.2, and this is something that can be replaced with completely digitized data, at least for 

firefighters working in the field. Because 119 operation centers already have data on all 

dispatches. (For reference, in the case of general public officials without such digitized data, the 

frequency is evaluated by dividing it into five stages. See Table 5.3)  

Table 5.3 

Description of Evaluation Criteria (General Public Officials) (MOLEG,2022) 

 

However, evaluators are not given statistical data related to this. The evaluation target 

writes a report on his or her own achievements, and the evaluator refers to this and enters a score 

for Work Performance. In the end, although specific and measurable data can be obtained in a 



 

 

38 

 

timely manner in the SMART principles discussed above, there is a lack of consideration for this 

in the firefighting organizaiton. (ii) accuracy and (iii) speed also depend on the evaluator's sense 

for the same reason. It is also questionable whether it is possible to measure accuracy and speed 

in the field.  

The problem goes back to the beginning. Since scores should be given in order of rank 

anyway, the total score should be determined first, and the scores are given by dividing them 

appropriately into items. Here, the evaluation items or evaluation criteria are meaningless. It can 

be seen that the problem of the people who operate and the organizational culture is greater than 

the system. 

 

5.3 Policy Proposal  

Based on the above research, the following policy proposals can be presented.  

First, quantitative and objective performance indicators should be actively introduced 

into the work evaluation table. The current indicator, which lacks objectivity, degrades 

confidence in the evaluation. And objectivity comes from Specific, Measurable, Attainable, 

Reliable, and Trackable Indicators (Poister, T. H., 2008). It would be a good alternative to 

periodically provide objective statistical indicators for evaluation targets without the need to 

modify the evaluation table currently in use. (This has another advantage of digitizing dispatch 

information for the next proposal.)  

It is also important to balance quantitative and qualitative evaluations. The current system 
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is not properly qualitatively evaluated due to operational deficiencies. As for qualitative 

indicators, I think it is necessary to have a function to comment as in the US example. This will 

convince the secondary evaluator and serve as the basic data for the next evaluator.  

The second is to establish workload-based evaluation criteria. Hours and the number of 

tasks based on the dispatch command system are reflected in the evaluation for field worker. 

Even if firefighters work at the same 119 safety center, the number of dispatches or the actual 

time spent may vary depending on the shift schedule and their tasks such as fire suppression or 

EMS. Access to the previously proposed digitized dispatch information should be improved.  

Criteria for people who work more and perform more difficult tasks to be highly 

evaluated are also required. This is more important for office workers than field workers, and in 

Table 3.3, it can be seen that in the case of general public officials, the description of the work 

that the evaluation target is taking precedence. 

The third is to strengthen the authority of the first evaluators. Since it is difficult to 

change the organizational culture at once, establishing a committee that enables multi-faceted 

evaluation can be a good alternative. For example, a committee for firefighter of rescue part 

would consist of Rescue captain, Director of Rescue Division, HR team leader, Field 

Commander. After a number of managers' opinions are reflected in the first evaluation, it is 

difficult for the fire chief of the fire station to arbitrarily change them in the second evaluation. 

Above all, this method can gain the trust of the evaluation target, even if the evaluation results 

remain private 
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6. Findings of the Personnel Management System 

6.1 Current System  

The legal definition of personnel management means new employment, promotion, 

position transfer, dispatch, relegation, temporary retirement from office, cancellation of official 

position, suspension of official duties, demotion, reinstatement, dismissal, discharge, and 

removal following Article 2 of the Firefighting Officials Act. According to the analysis of the 

survey (Figure 3.2) and interviews (Table 3.4) discussed above, the promotion will be the 

priority part of this study among the broad range of personnel systems. The contents of 

interviews with incumbent employees are analyzed as follows. 

First, the higher the age (67% over 40 years old), the higher the rank (78% above the fire 

brigade) tends to prefer office work to field work. Women (62%) prefer internal work to men 

(38%). They feel a lot of physical burdens. The difference in annual remuneration between 

fieldwork and office work among the rank firefighter ~ senior firefighter is known to be around 

10 million won.  

Second, at the time of the interview, many interviewees mentioned positions of office 

work position that have the approval right, such as team leaders and center leaders - eventually 

thought to be factors linked to promotion.  

Third, in the rank above the fire sergeant, more than 80% of the respondents said they 

could endure relatively poor working conditions (low pay, high stress, and fatigue) if they could 

get a promotion opportunity. On the contrary, 83% of the lower rank chose better working 

conditions. It is thought to have been influenced by the pyramid-shaped organization, which has 
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fewer opportunities for promotion as it goes up. 

Fourth, there is a high distrust of the current work evaluation system as checked above. 

They expressed opinions that "Nepotism is prioritized over work capability in the promotion." 

however, it seems understood that completely objective work evaluation is technically difficult. 

What can be seen in the survey and interviews above is that both men and women of all ages are 

very interested in promotion, and for this, it is becoming the biggest motivation factor in their 

work life, such as showing strong workloads and willingness to take low salaries. Therefore, the 

contents of the personnel system to be carried out in the future will focus on promotion. Since 

the results of the work evaluation are also reflected in the promotion, it is closely related to this. 

In conclusion, promotion is a key factor in the personnel management of public officials, 

including firefighters, and is the strongest motivation regardless of gender or age. According to 

the comment analysis of the firefighters' online forum, interest in promotions is on the rise every 

year, and even in incumbent interviews, promotions are a strong incentive enough to ignore other 

negative work conditions. However, young firefighters that have lower ranks do not tend to 

accept negative working conditions such as office work for promotion than expected and the 

reasons are as follows. 

According to Article 14, Paragraph 2 of the Firefighting Officials Act, promotion in lower 

ranks is based on the promotion evaluation and the promotion test (MOLEG, 2022). There is a 

system established because not all personnel can be promoted through these systems, which is a 

so-called Promotion on Continuous Service Basis system that allows promotions if they meet the 

specific number of years of service at each rank. 
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Figure 6.1 

Promotion on Continuous Service Basis (MOLEG, 2022)  

 

The problem is that there is not that much difference between a firefighter who gives up 

competition and is promoted to Promotion on Continuous Service Basis and a firefighter who 

wins the competition and is promoted earlier. Fire Sergeant is required six years to be promoted 

to Fire Lieutenant, a key position in the field by Promotion on Continuous Service Basis. Even 

by the promotion evaluation, a certain career score is essential, it takes at least three to four 

years, so it is difficult for the parties to feel a big difference. This situation has intensified over 

the past decade as 40% of the total workforce has been newly hired. It is because the number of 

personnel has become too large, so promotion has become possible quickly without much effort. 
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Therefore, efforts to find improvements in the current personnel system, especially the 

promotion system, should focus on revitalizing the increasingly lost motivation of employees 

and leading their passion in a direction that fits the organization's values. 

 

6.2 Case Study 

In accordance with Article 11, Paragraph 1 Of The Fire Official Promotion and 

Appointment Regulations, fire officials of the Deputy Fire Chief or lower rank should be listed 

for promotion by rank according to a ratio of 60% Work Performance Evaluation, 25% Work 

Experience and 15% Education and Training Performance. In such cases, in any of the following 

cases, additional points shall be added as prescribed by Ordinance of the Ministry of Public 

Administration and Security (i) If he/she has a certificate (ii) Where he/she obtains a bachelor's 

degree, master's degree, doctorate degree, or has excellent language skills (iii) Where he/she has 

worked in the hard work or evacuation department (iv) In case of excellent work performance (v) 

Where there is a history of personnel exchange conducted by the head of the National Fire 

Agency for the balanced development of fire administration. 

Education and Training Performance, which accounts for 15% here, has no practical 

difference because anyone who has been to education on time can get a perfect score. In other 

words, the score for promotion depends on the Work Evaluation, Work Experience, and 

Additional Points. As we looked at the work evaluation with the largest proportion, we will see 

how carrer and additional points operate. As shown in Figure 5.3, the following items are added 

up except for work performance evaluation. 
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Table 6.1 

Evaluation Table of Career, Educational Training, and Additional points (MOLEG, 2022)  
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If you look at the actual score that each item can receive, you can recognize that the 

actual reflection rate of the additional points that can be obtained depending on your ability is 

very low. As Table below, the career score is 0.5 points per month. 

Table 6.2 

Basic and Extra Career Evaluation Points Table (MOLEG,2022) 
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On the other hand, even if a national technical certificate with the highest difficulty is 

obtained, firefighters can earn up to 0.5 points only. (The highest difficulty certificate requires an 

average exam period of 5 to 6 years) Another additional point, foreign language ability, is also 

the maximum score of 0.5. This part has another problem there is no discrimination in the level 

of demand for each language. As shown in the table below, the standard of English is too easy, 

and other languages are too difficult. 

Table 6.3 

Additional Points for Certificates and Language Skills (MOLEG,2022) 
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Additional points for computer utilization ability needs to be completely revised. Word 

Processor capabilities and Spreadsheet & Database would have been a special area in the past, 

but it is close to basic knowledge for civil servants at this time. Furthermore, these additional 

points are only vailed for Fire Captain or under rank. Ironically, the higher rank someone has, the 

less motivation to develop computer skills. 

Table 6.4 

Additional points for computer utilization ability (MOLEG,2022)  

 

The above additional points apply only to the promotion of the relevant class acquired by 

the regulations. In other words, there is no motivation to get a score in these additional areas for 

self-development at a young age when promotion competition is low. For your information, the 

additional point for a Master's D. is 0.3 points and Ph. D. is also 0.5 points. It is more 

advantageous to work for a month than to study in the current system. 

 

6.3 Policy Proposal  

Based on the above research, this paper presents the following policy proposals. 
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First, Above all, it is necessary to restore confidence in the work evaluation, which 

accounts for the largest proportion. In addition to what was proposed in the previous chapter, it is 

time for active participation of outside members and serious discussions on the allocation of 

promotion by field, gender, and task are needed. If male recruitment and female recruitment are 

separated, It can have room to distinguish between male promotion and female promotion, at 

least in the rank under the department manager. If necessary, it is also a good idea to guarantee a 

promotion quota of more than a certain share to EMS part workers who are required to work 

relatively high intensity and many dispatches. The promotion additional point system for the 

hard work department is also in effect now. 

Second, The proportion of career scores that account for an absolute proportion should be 

reduced, and the remaining points should be distributed as additional points. Under the current 

system, it is difficult for employees who do not have the experience to get a high ranking on the 

list of promotions no matter how hard they try. During the screening process, excellent 

employees are promoted in the name of selection, but on the contrary, this is only an opaque 

personnel appointment. 

Third, it is necessary to actively reorganize the additional point system. Additional points 

for each field limited to a maximum of 0.5 points should be raised, the types of qualifications for 

additional points should be expanded, and allocation points should be reviewed. Above all, the 

priority should be the revision of Article 2, Paragraph 1 of the Regulation on the Provisional 

Points Evaluation of Fire Officials, which is the established rule of the National Fire Agency. The 

relevant article limits receiving additional points to only once. If only this rule is revised, we will 

see low-ranking firefighters playing for certificates even during breaks for self-improvement. 
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7. Conclusion and Future Research 

Any organization needs balanced development in both quantitative and qualitative 

aspects. The Korean firefighting organization has solved the problem of manpower recruitment, 

which was a long-cherished project, but more efforts should be made to resolve internal 

conflicts. This study suggested several methods for qualitative development, especially 

motivating manpower. 

The beginning step will be the improvement of the work evaluation. The challenge will 

be to restore the reliability of the work evaluation system by ensuring the authority of evaluators 

and providing objective indicators. The next step is to introduce an advanced promotion system. 

Through transparent examination and expansion of additional points, young talent should be 

motivated to achieve development in a direction that meets the future value of the organization. 

The last step is organizational revitalization. It seeks qualitative development into a healthy 

organization where employees who do important work are given preferential treatment, and 

departments that do much work are given a lot of authority.  

There are several challenges that require further research. Since a limited range of 

investigations and interviews is cited, a wider range of investigations is needed, and specific 

alternatives such as revision of the law are also needed. It goes without saying that there should 

be the evolution of a rigid internal culture for organizational development. While conducting this 

study, I realized that the scope of the literature related to firefighting organizations is not yet 

wide. I hope this paper will help people who study the same topic in the future. 
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APPENDICES 

Appendix A. Survey Results 
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Appendix B. Interview questionnaire 

 

 

1. Which do you prefer, office work or fieldwork (shift work)?  

2. What kind of work do colleagues around you prefer?  

3. Are you willing to accept if you are given a good promotion chance instead of your 

preferred place of work and working conditions (lower pay/more work hours)? 

4. What is the main reason for wanting to be promoted? ex) expansion of organization, more 

authority, more pay, pride, etc.  

5. Are you satisfied with the current work evaluation system that affects your promotion 

status? 


	(pp.17-19)202211074_Hyunseok Lee_Capstone
	LEE, Hyunseok
	LEE, Hyunseok
	LEE, Hyunseok
	LEE, Hyunseok
	LEE, Hyunseok





