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INTRODUCTION & ACKNOWLEDGMENTS
Emergency Services Consulting International (ESCI) was contracted by South Pierce Fire & Rescue (SPFR
or the District) to facilitate and construct a Strategic Plan. A Strategic Plan is short term (typically five
years) and is often referred to as an organizational work plan. It will address contemporary issues facing
the organization, focusing the agency and its members on the essential activities that must occur in
sequence to achieve them efficiently.
Two key components of a Strategic Plan are included within an environmental scan: an external citizen
forum and an internal stakeholder assessment (each discussed in detail within this report). The scan is
intended to identify structural, cultural, or other potential obstacles that may impede progress on the
work plan. In short, when combined, the two elements provide context by which the District operates.
The citizen forum (made up of citizens whom the District invited) was held June 12, 2019, at 7:00 p.m. at
Tanwax Country Chapel. The internal planning team met for a two-day workshop to review the internal
and external feedback and to develop the Strategic Plan. The following page lists the citizen forum
attendees, internal planning team members, and the SPFR Board of Fire Commissioners.
Following the environmental scan, an internal planning
team was assembled to review the findings, identify and
prioritize work, and develop the actual Strategic Plan
portion of this report. The strategic planning process
divides the work into smaller components for
accountability and ease of implementation. Once a
Strategic Plan is created and adopted, the elements are
divided among task teams that are comprised of members
of the organization, which results in additional buy-in. In
fact, strategic planning helps an organization focus efforts
and avoid distractions outside of the goals, objectives, and priorities identified through the planning
process. Budgeting should also align as much as possible with implementation of the Strategic Plan.
When the Strategic Plan was compiled, it contained three strategic initiatives, 16 separate goals, and 67
separate objectives. ESCI thanks the members of South Pierce Fire & Rescue for their dedication and
commitment to the strategic planning process. The citizens, policymakers, administration, support staff,
and line personnel were all congenial, optimistic, and eager to engage in the process. ESCI found that
participants were committed to enhancing the future of the Fire District and the safety of their
community.
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Community Stakeholders
John Linb
Lloyd Argyle
Ron Fenst
Baron Banks
Skip Simmons
Bonnie McNicol
Tom Nelson

Pete Ellis
Alice Dowie
Mike Baltadonis
Janet Dorothy
Bob Jennings
Sharee Thompson

SPFR Fire Commissioners
Kathy Kadow, Commission Chair
John Christian, Commissioner
Kevin Kneeshaw, Commissioner
Jody Westing, Commissioner
Olivia Werner, Commissioner

Internal SPFR Planning Team
L. Dorothy
Mark Kondra
Adam Durham
Ted DaSilva
C. Kneeshaw
Tyler Savage
Joe Arena

D. Ball
Austin Leatherwood
Chris Johnson
I. Paulson
Steven Akin
Summer Miller
David Chase

Joel White
Terry Brown
Chris Michaels
Beau Corey
Shelby Matzke
Nathan Smith

Jeremy Willett
Terry Akin
Kevin Blank
Chris Newman
Jonathan Frick
Lloyd Galey, Fire Chief

Again, ESCI appreciates the time, energy, and focus of all those who participated. The community truly
engaged in this process to improve their Fire District and community.
The following pages include letters from the IAFF Local 726 Union leadership, who represent the
firefighters and company officers of SPFR; the Fire Chief of SPFR; and the South Pierce Fire & Rescue
Board of Fire Commissioners. These letters reflect their commitment to the process and the work ahead
to implement this strategic plan.
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Letter from Local 726

PIERCE COUNTY PROFESSIONAL FIRE FIGHTERS
LOCAL 726
International Association of Fire Fighters
8/1/19
To Chief, Board Members, and Citizens of South Pierce Fire & Rescue:
The members of IAFF Local 726, who work at South Pierce acknowledge the direction being
taken through the strategic plan. The firefighters group was well represented in the process. We
were able to hear feedback from stakeholders in our community regarding our services and were
diligent in addressing those needs while planning. Most of the stakeholder feedback was
reaffirming that South Pierce Fire & Rescue is on the right path.
During the actual development of our strategic plan, we worked in conjunction with the ESCI
consultants who guided and encouraged us to recognize our values and mission as an
organization. They also facilitated the articulation of crafting language into initiatives, goals and
objectives words from our ideas generated on the workshop and made the process enjoyable and
exciting.
The outcome of the process left our group feeling united and hopeful with a renewed vision
and direction. We set attainable goals that will put us on a path of successful service to our
community and each other. We are moving forward now, with enthusiasm, and a renewed
expectation of success!
We are grateful to our administration, board of commissioners for investing in our future and
allowing us to be a part of this process. It was a new experience for many of us and we were
highly impressed by the consultants’ knowledge and willingness to help for the community’s
future.

Sincerely,
Joel P. White
IAFF 726
Dist. 17 VP
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Letter from the Fire Chief

At the time of publication, the fire chief position is in a state of transition. The new
fire chief, once selected and appointed, will be expected to honor this strategic
plan and take all necessary steps to ensure full implementation.
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Letter from the Board
South Pierce Fire and Rescue No. 17
5403 340th Street East
Eatonville, WA 98328
HQ (253) 847-4333
FAX (253) 262-3182

Dear Citizens:
At our Board meeting on August 19th, 2019 the South Pierce Fire and Rescue Board of Commissioners
unanimously adopted our five-year strategic plan.
Our thanks to community representatives, elected officials, business leaders, District Board members,
District staff and administrators, District labor representatives, District Firefighters and the Emergency
Services Consulting International firm.
All of you committed a great deal of time, effort and energy to develop this plan which has three major
strategic initiatives, sixteen separate goals and sixty-seven individual objectives.
Now it is up to the District Board and Department Organization to follow through with the plan to achieve
the stated mission, values and goals expressed in the plan.
This plan outlines the strengths and weaknesses of our organization so that we may be effective in
reaching the desired plan outcomes. If an organization is to be effective it must know where it is going
and the climate within which it operates.
Our Board is committed to the plan and committed to the allocation of the resources, financial and
otherwise, necessary to insure we meet the stated objectives. As an organization we share in the
responsibility to achieve the stated goals.
On behalf of South Pierce Fire and Rescue Board of Commissioners we thank you all for your hard work
in the development of this plan.
Sincerely,
Kathy Kadow
Board Chair
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PLANNING METHODOLOGY

“A dream written down with a date becomes a goal. A goal broken down into steps
becomes a plan. A plan backed by action becomes reality.”
—Greg S. Reid, Author & Keynote Speaker

As this quote suggests, the path from a dream to reality essentially follows
a typical strategic planning process—with goals, objectives, timelines,
and assignments—followed by action. The Plan represents the intention
to achieve something, even a commitment to achieve it. But the Plan
requires follow-through to actually effect change.
South Pierce Fire & Rescue members have committed time, effort, and energy to develop this Plan. Its
success depends entirely on the follow-through by all members of the organization to achieve the stated
outcomes listed herein and live up to its mission, vision, and values. The members of the internal planning
team have committed themselves to make a difference and to motivate the rest of their colleagues to
get on board.
An organization that not only knows where it is going but knows the environment in which it must
operate and identifies how to get there has the best chance to meet the needs of its community and
achieve its own vision. This planning process has served to refresh the organization’s continuing
commitment to professionalism and set the path toward future success.
The approach taken in this planning process includes an in-depth environmental scan from the
perspectives of the internal line staff and the District’s administration. In addition to surveying internal
stakeholders, a SWOT (strengths, weaknesses, opportunities, and threats) Analysis was conducted. The
feedback from these areas is summarized later in this report.
In addition, citizen and business representatives have provided feedback at a separate forum. The
attendees were given an orientation of the District—equipping them with a basic understanding of the
contemporary issues facing their Fire Service delivery system. The results of the forum were presented
to internal staff to inform them of the planning and service priorities of these community members, as
well as their attitudes and opinions about the District’s staffing, response, and cost components. The
following figures illustrate the attendees’ responses and served to guide the District as it developed its
five-year Strategic Plan.
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Citizen Forum Results
Thirteen citizens of the District and three SPFR Board members attended the citizen forum to discuss the
District and provide feedback during a structured, facilitated survey. The District Board members did not
participate in the survey but were there to listen to feedback from its constituents and generally answer
any questions from the District’s citizens. The citizens included those who have received services from
SPFR in the past, as well as District constituents who have a vested interest in the quality of the service
the District provides.
After receiving a presentation by the Fire Chief on the District’s operation, budget, and services, the
citizen attendees were given an opportunity to ask questions about the presentation and the District.
Once all questions were answered, the Fire Chief left, giving the citizens an opportunity to provide honest
feedback without undue influence by his presence.
ESCI facilitators walked the citizens through a series of planning priorities, presented as a forced ranking
of costs, response times, training, equipment and facilities, and services. The respondents compared
each planning element against all others and were asked to choose the more important of the two
compared elements. Each element was compared to all others in the set. The highest ranking any single
element could receive from an individual was a five; therefore, if all attendees agreed on the topmost
important element, the average would also be a five.
Figure 1: Citizen Planning Priorities
Expand services provided by FD
Contain costs to the taxpayers
Maintain existing response time
Reliable equipment & facilities
Improve response time
Technical competence

0.86
1.50
2.07
3.36
3.57
3.64
0.00 0.50 1.00 1.50 2.00 2.50 3.00 3.50 4.00

7

South Pierce Fire & Rescue

Strategic Plan, 2019

The citizen forum participants were in strong agreement that their highest priority is having their
firefighters to be technically competent. A close second priority is for improved response times. A nottoo-distant third priority is for reliable facilities and equipment. There was a marked decrease in interest
in maintaining existing response time—not surprising considering the desire to improve response time.
Expanding services and containing costs were of much less concern. When queried about this result, the
participants mostly felt that the District is providing the services expected and is a good steward of their
funds; also, while containing costs remains important overall, they feel the District already does a good
job of cost containment.
The attending citizens were then asked to identify the most important services the District provides
(based on the list of services currently provided) by ranking those services. In this case, the respondents
placed a value of 1, 2, or 3 alongside the services. A three (3) reflects a critical priority, a two (2) an
important priority, and a one (1) a low priority. The following figure describes the service priorities. The
participants were also asked to cross out any service they felt was not appropriate to provide or add a
service where they believed a gap existed. The highest score any one element could receive is a three.
Figure 2: Citizen Service Priorities
Fire Prevention

1.36

Hazardous Materials Response

1.43

Public Education

1.86

Disaster Preparedness

1.93
2.64

EMS—Basic Life Support (BLS) Response
Rescue (Mostly auto accidents)

2.79

EMS—ALS (Paramedic) Transport

2.86

Fire Suppression

2.93
0.00

1.00

2.00

3.00

4.00

The citizens prioritized Fire Suppression, EMS Paramedic Ambulance Transport, Rescue, and EMS Basic
Life Support as the top most important (critical) services provided by the District. Disaster Preparedness
and Public Education were scored in the middle as important services, with Hazardous Materials and Fire
Prevention deemed important but less so than the others. None of the listed services were stricken by
the attendees. One respondent suggested adding Wildfire Prevention and Preparedness.

8

South Pierce Fire & Rescue

Strategic Plan, 2019

Finally, the forum participants were asked their opinion about the cost of service, response performance,
and staffing. The following figures describe the opinions of the forum attendees.
Figure 3: Citizen Opinions on Cost, Response, and Staffing
Too expensive

7%

Appropriate cost

21%

Underfunded

71%

Response too heavy

14%

Response appropriate

21%

Response too slow

64%

Overstaffed

0%

Staffed Appropriately

0%

Understaffed

100%
0%

20%

40%

60%

80%

100%

■ Cost ■ Response ■ Staffing

The three categories illustrate that SPFR citizens attending the forum view the District as underfunded
(71%); see the District response as too slow (64%); and with highly unusual unity, unanimously agree that
the District is understaffed (100%).
It is important to recognize that these results do not necessarily represent a community-wide
perspective, nor do they provide an accurate predictor of similar results of a broader survey. The survey
reflects the opinions of those in attendance after receiving some initial background information from the
Fire Chief about the District’s service delivery system, along with a brief description of the challenges and
limitations the District faces.
This result reinforces ESCI’s strong belief that robust engagement by the District with the community
provides the opportunity to educate citizens about a fire agency’s service delivery system and its
limitations. It is clear from discussion with those in attendance that SPFR enjoys much respect and
confidence from its citizenry.
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Fire Department Staff Survey Results
Prior to ESCI’s arrival on site, a survey instrument was administered to all members of SPFR. The survey
is a standard instrument used by ESCI to gauge the internal dynamics and environment of the Fire
District, which helps tailor the process to the organization once the planning workshop begins. The
following includes the results of the survey instrument displayed graphically.
Figure 4: Respondent Demography, Summary
Demographic Element

Percent of Respondents

Total Years of Experience (paid and volunteer) in the fire service:
3 to 10 years
42%
10 to 20 years
35%
More than 20 years
23%
Total Years of Service at South Pierce Fire & Rescue:
0 to 5 years
35%
6 to 10 years
10%
10 to 20 years
48%
More than 20 years
6%
Current Position:
Command Staff
3%
Company Officer
23%
Line Staff
55%
Support Staff
19%
Out of 44 members within SPFR, 31 responded to the survey, or over 70 percent of the membership. ESCI
was pleased with this level of participation as a return rate of 50 percent is considered excellent.
The District is made up of a sizeable group who are early in their fire service experience, with 42 percent
having between three and 10 years of fire service experience. Others are more seasoned, with 35 percent
having between 10 and 20 years of experience in the fire service. While 23 percent have more than 20
years’ experience in the fire service, only 6 percent have more than 20 years of experience at South
Pierce. The demographic in South Pierce reflects an organization that should be able to adapt to change
rapidly.
The majority of respondents (55%) are line personnel, and 23 percent company officers. It is important
to recognize that the survey results are heavily reflective of the “boots on the ground” perspective (78%).
Since this is where the Fire District’s mission is accomplished, it is important to not lose sight of the line
perspective. The relatively large number of support staff respondents is a mix of tender operators, some
volunteers, and administrative support staff. A small portion (3%) of the respondents are command staff.
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Figure 5: Training and Professional Development Opportunities

13%

In general, all District personnel are adequately
trained to do their jobs.

13%

26%

My training prepares me for the types of emergency
incidents that I am likely to encounter in my job.

13%

29%
39%

10% 13%

26%

16%
23%

26%

32%

I have a clear understanding about the goals and
6%
objectives of the District's training program.
My District has a clear plan in place for my
professional development.

19%

13%

19%

48%

26%

Training is consistent throughout the District.

19%

13%

32%
16%

26%
33%

19%
26%

3%

The District's training records are accurate and
current.

39%

3%

10%

16%

32%

3%

The training program meets the needs of the District.

29%

3%

Members who are promoted are usually well
prepared by the District's professional development 6% 16%
program for their new duties.

43%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%100%
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

No Opinion

Only 22 percent of those surveyed feel members are prepared for promotion, with a much higher
percentage feeling that promotion preparation is lacking. However, 61 percent feel that members are
adequately trained to do their jobs, as well as 61 percent who feel that the training provided is adequate
for the most frequent incident types.
ESCI noted that while routine training appears to be acceptable by most members, a significant number
of members (76%) identified a lack in personal professional development support, which correlates with
the previously mentioned lack of promotion preparation support.
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Figure 6: Performance Reviews and Evaluations
Performance evaluations include recognition for
superior work and accomplishments.

16%

Performance evaluations include suggestions for
improved performance.

16%

I receive regular feedback (reviews) from my
supervisor about the quality of my work.

16%

29%

10%

29%

10%

42%

3%

I know what standards will be used to evaluate my
performance.

19%

26%

16%

16% 6%

19%

19%

29%

10%

58%

10%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

No Opinion

The responses to these series of questions indicate a lack of clarity, structure, and frequency in how
member performance is measured and communicated. Notably, 74 percent of respondents feel they do
not receive regular feedback on job performance, and only 35 percent feel they receive positive
recognition for performing well.

My District's leadership values employee input in
general.
An open flow of communication is maintained to and
from the senior leadership (i.e., chief, deputy chief,
etc.) and the line personnel.
I am well informed about the activities at my District.

13%

29%

23%

35%
26%

23%

32%

32%
48%

26%
16%

10%

6%

29%

10%

3%

Employee concerns about or criticisms of the District
are responded to in a professional manner.

16%

35%

42%

13%

3%

The District's senior leadership is open and honest
with the membership.

3%
3%

Figure 7: Communication

23%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

No Opinion
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Lack of communication is one of the leading causes of organizational and leadership failures. With that
said, it appears the department leadership is open and honest, with over 75 percent of members noting
this quality. However, only slightly more (58%) feel that concerns and criticisms are handled
professionally and that their general input is valued. In addition, 58 percent feel that an open line of
communication exists between senior leadership and line personnel, and an almost equal number of
respondents (61%) feel that they are well informed about District activities. While a majority of positive
responses agree with the level of communication, it was a slight majority in most cases, indicating there
is much room for improvement in how senior leadership communicates with line personnel.

Figure 8: Sources of Information

District newsletter 3%
Association/Labor
representatives 3%

Other (please
specify) 16%

My immediate
supervisor 13%

Other members 35%

Senior leadership
(i.e., chief, deputy
chief) 23%
The 'rumor
mill' 6%

“Other” Responses:
•

Email (3)

•

Email or hearsay from “pass-on”

•

Calendar/schedule

ESCI noted that use of “the rumor mill” was indicated by only 6 percent of respondents. In the fire service,
rumors are often a frequent source of information—and misinformation—so it is a positive sign that such
a small percentage relies on it. With that said, “Other members” was identified as a source of information
by 35 percent of respondents, and only 13 percent of respondents relied on their immediate supervisor.
These findings appear to indicate a lack of regular and consistent communication methods, such as shift
meetings, senior leadership (“Chief’s Chat”), internal newsletters, or regular supervisor briefings.
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Figure 9: Work Environment

Decisions at the department are made in a timely,
6%
impartial, and consistent manner.
The work habits of officers/supervisors I work with set
a good example.
The District provides me with the resources necessary
to perform my job effectively.

45%
23%

26%

39%

19%

45%

10%

19%

61%

My immediate supervisor is knowledgeable.

61%

6%
13%

13% 10%

68%

I have a clear understanding of my job and
responsibilities.

6%

32%

3%

16%

26%
23%

13%
6% 6%
3%

Morale in my work group is high.

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%100%
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

No Opinion

Figure 10: How do you rate morale at the District?

Poor, 23%

Excellent, 10%

Good, 23%

Average, 45%

14

South Pierce Fire & Rescue

Strategic Plan, 2019

Figure 11: Overall, employee morale at the District is:
Lower than it
was a year ago.
16%
Greater than it
was a year ago.
52%

About the same
as it was a year
ago. 32%

Figure 12: How would you rate your overall personal work environment at the District?
Poor, 10%

Excellent, 10%

Average, 29%

Good, 52%
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The findings summarized in Figures 9–12 were evaluated together to identify common themes. In
general, members feel they have a supportive work environment, they receive the necessary resources
to do their jobs, and their immediate supervisors set a good example. With that said, a large number
(71%) of respondents are unsatisfied in how department decisions are made and handled. Further, the
results indicate a potential morale issue within the organization, with 68 percent of members feeling that
department morale, while slightly better than a year ago, is still only average to poor. Nonetheless, the
personal work environment was viewed as good or excellent by 62 percent of respondents.
In ESCI’s experience, many fire service organizations struggle with morale from time to time. When
comparing these results with the perceptions of senior leadership noted in Figure 7: Communication,
there appears to be much room for improvement in how senior leadership communicates decisions and
administrative activities.

Figure 13: How proud are you to tell other people that you are a member of the District?
No Opinion, 3%
Not Proud,
7%
Very Proud, 43%

Somewhat
Proud, 47%

These results are not inconsistent with results from other fire departments surveyed by ESCI. As
members of uniformed, paramilitary organizations that are steeped in tradition, department members
take great pride in their departments and the services they provide to their communities. ESCI noted that
47 percent of respondents noted they are only “somewhat proud” of their organization, which may be
reflective of the morale issue previously noted.
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Figure 14: On a scale of 1 to 10, where 1 is poor and 10 is excellent, how would you rate the following
external services and programs provided to the public by the District?
Emergency Medical Services

8.32

Fire Suppression

6.93

Public Education

5.27

Technical Rescue (as currently
provided)

4.33

Code Enforcement

4.27

Haz Mat

4.06

Plans Inspections

3.13
0

2

4

6

8

10

Not surprisingly, EMS and Fire Suppression services ranked the highest, as these are the primary services
most often trained on and performed. Fire Prevention activities (Code Enforcement and Plans
Inspections) and Haz Mat response were rated the lowest.
Figure 15: On a scale of 1 to 10, where 1 is poor and 10 is excellent, how would you rate the following
internal services and processes provided by the District?
Administrative Support

7.76

Employee Relations

6.77

Employee Benefits

6.74

Dispatch/Communications

6.21

Safety Programs

5.34

Organizational Planning

4.66

Equipment and Apparatus
Maintenance

4.63

Facility Maintenance

4

Wellness/Fitness Program

3.93
0

2

4

6

8

10

ESCI notes what appears to be considerable satisfaction with the administrative support and employee
relations from the department administration. However, apparatus/equipment/facility maintenance
support is lacking. Lastly, it appears the respondents feel strongly that there is little support for firefighter
wellness/fitness.
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Figure 16: Facilities and Apparatus

26%

19%

Hose testing is completed on a regular basis.

Apparatus repairs and maintenance are completed in
6%
a timely manner.

26%

10%

3%

The existing facilities are adequate to meet the needs
of the District.

6%

13%

32%

32%

13%
32%

42%

29%

35%

35%

19%

The facilities are well maintained.

13%

35%

33%

3%
3%

The facilities are in good repair.

16%
29%

Apparatus are well maintained. 6%
The current fleet of apparatus is adequate to meet the
needs of the District.

42%

3%

10%

13%

23%
19%

60%
42%

13% 10%

35%

3%

Ladder testing is completed on a regular basis.

26%

71%

3%

Pump testing is completed on a regular basis. 6%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%100%
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

No Opinion

Consistent with the findings in Figure 15, the overwhelming majority of respondents feel that the
condition and maintenance of department equipment, facilities, and apparatus are lacking.

Figure 17: Community Relations

The District is sufficiently engaged in the community.

The District is respected by the community that it
serves.

45%

19%

32%

42%

45%

3%

10%

26%

58%

10%

6%

3%

The District leadership strives to maintain cooperative
working relationships with neighboring emergency
service providers.

0% 10% 20% 30% 40% 50% 60% 70% 80% 90%100%
Strongly Agree

Somewhat Agree

Somewhat Disagree

Strongly Disagree

No Opinion
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Figure 18: In your opinion, what is the community's overall image of the South Pierce Fire & Rescue?
No Opinion, 3%
Poor,
6%

Excellent,
10%

Average, 26%

Good, 55%

It appears the respondents feel their department has a good working relationship with other emergency
service providers, law enforcement, and neighboring fire departments.
Not surprisingly, the majority of respondents feel they are engaged in their community and that their
community respects their services. However, 36 percent of respondents felt that the department does
not do enough in engaging the community.
Fire departments that rely partially or wholly on volunteers must build and maintain strong relationships
with the citizens they serve, not only for securing sufficient operating revenues, but more importantly for
attracting citizens willing to serve as volunteers. The inability to recruit and retain volunteer firefighters
has become a nationwide problem, requiring departments to identify and implement creative ways to
attract volunteers. Consistent and intensive engagement in the community is now required to ensure the
survival of today’s volunteer fire service.
Given that over one-third of survey respondents feel that not enough is done to work with the
community, addressing this perception should be considered. Nonetheless, two-thirds of the
respondents feel the community has an overall positive image of the District.
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MISSION, VISION, AND VALUES
Mission
The organization’s mission statement should clearly define the primary purpose of the organizations’
existence. It focuses District members on what is truly important to the organization and community.
The mission statement should be understood by all members and posted prominently throughout the
organization’s facilities. Each member should commit the mission to memory. The internal planning
team, through a consensus process and based on feedback from the citizen forum, reviewed and revised
the South Pierce Fire & Rescue’s mission statement.

South Pierce Fire & Rescue Mission Statement
Protect lives, property, and the environment through effective response,
compassionate service, and community involvement.

Vision
In addition to knowing their mission, all successful organizations need to define where they expect to be
in the future. The South Pierce Fire & Rescue vision provides members with a future view that they can
share, a clear sense of direction, a mobilization of energy, and a sense of engagement in something
important. Vision statements provide direction for how things can be and a sense of organizational
guidance to get there. The South Pierce Fire & Rescue vision statement follows.
By promoting growth and professionalism, we will:
 Ensure personnel have quality training and tools for effective job performance
 Continually work to earn the respect and support of the community and fire service
 Foster and maintain a labor/management relationship where collaborative decisions are made
 Promote and maintain a healthy and safe work environment
 Honor our traditions while embracing change
 Commit to supporting the professional development of career and volunteer members
 Welcome radical transparency
 Be good stewards of department resources

20

South Pierce Fire & Rescue

Strategic Plan, 2019

Values
Values define what the people in the organization consider as appropriate and inappropriate behaviors
among and between members. An organization’s fundamental values define the organization’s culture
and belief system, thus providing an anchor-point in an always-changing environment. The internal
planning team declared the following as the core values for South Pierce Fire & Rescue.
Through honor, integrity, and pride, we shall conduct ourselves with:
S Selflessness: Concerned more with the needs of others than one’s self (mentorship,
compassion)
P Passion: The desire and willingness to go above and beyond the community’s expectations
(excellence)
F Fortitude: Strength of mind, courage, moral strength, overcoming fear (integrity)
R Respect: Feeling of deep admiration for someone and/or something (ownership, honest
communication)
With the development of its mission, vision, and core values, SPFR has established the organization’s
foundation for strategic planning. ESCI strongly recommends that all members empower themselves
with these elements; they provide the basis for accomplishing the organization’s strategic initiatives,
goals, objectives, and day-to-day tasks.
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ENVIRONMENTAL SCAN
In order to properly formulate strategic initiatives, the internal planning team had to evaluate the
external and internal organizational environment. The internal planning team combined feedback from
the citizen forum, the internal survey results, and their collective knowledge of the organization and
community to assess the environment in which the District operates. Analyzing the organization’s
strengths, weaknesses, opportunities, and threats (SWOT) is the first step in identifying actionable
strategies for the future. The internal survey results of the SWOT were condensed and prioritized by the
internal planning team.

Strengths
The identification of organizational strengths is the first step in the environment scan. An organization’s
strengths identify its capability of providing the services its customers’ request. The organization needs
to make certain that its strengths are consistent with the issues it faces. Programs that do not match
organizational strengths or primary functions should be reviewed to evaluate the rate of return on
precious staff time. The internal planning team identified the following core District strengths:
•

The staff.

•

Customer service on scene.

•

Having a Paramedic respond to nearly every medical call.

•

New administration’s willingness to listen and help solve issues/concerns with line crews.

•

Providing a great service with the limited personnel and very old facilities.

Weaknesses
Organizational weaknesses, or lack of performance, is also an important environmental element. In order
to move forward, the organization must honestly identify the issues that have created barriers to success
in the past. Weak areas needing improvement are not the same as challenges, which will be identified
later, but rather those day-to-day issues and concerns that may slow or inhibit progress. Internal
organizational issues, as identified by the planning team, are typically issues at the heart of an agency’s
problems. The internal planning team identified the following core District weaknesses:
•

Assistant Chiefs (leadership, support).

•

Deferred maintenance on apparatus, facilities, and not being competitive in the marketplace has
cost SPFR staff turnover.

•

Our lack of adequate staffing, both in leadership and out in the field.

•

Lack of strong management and leadership.

•

Communication.

•

Funding, to be able to provide more to the community and staff.
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Opportunities
An organization’s opportunities and threats are generally derived from the external environment, but not
always. Opportunities are focused on existing services and on expanding and developing new possibilities
inside and beyond the traditional service area. Several opportunities exist for SPFR, as was evidenced by
the feedback from the internal survey as follows:
•

Any grant we can put in for.

•

Dedicate someone to a day position to focus on public and events, since crews assigned to events
almost always have to abandon to run calls.

•

We are only as good as our people—so let’s take care of them!

•

Utilizing our volunteer core.

•

The ability to increase staffing.

•

Building a rock-solid training program that is progressive and current.

•

Constructive labor/management relationship.

•

Look at a future organizational restructuring (shift leadership).

•

Incorporate the Town of Eatonville into the District instead of providing service by contract.

Threats
There are conditions in the external environment that are not under the organization’s control. The
identification of these conditions allows the organization to develop plans to mitigate or respond when
a threat becomes a barrier. By recognizing these issues, an organization can greatly reduce the potential
for loss. The internal planning team identified the following core threats:
•

Losing more career staff (turnover)/the inability to grow.

•

Freelancing and divisiveness that damages efforts to move forward.

•

The single biggest threat is the lack of growth in the District.

•

Being unable to qualify for grant funding due to lack of planning.

•

Staff burnout.

•

Lack of standards.

•

Firefighter injury or death.

•

Levy collection, agricultural land being preserved to prevent growth, increasing school taxes, and
taxpayer exhaustion.
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DEFINITION OF TERMS
There are six main components to a Strategic Plan: Initiatives, Goals, Objectives, Critical Tasks, and
Outcomes or Performance Indicators. For purposes of this Strategic Plan, they are defined as follows:
Initiative—As the largest overarching element of a Strategic Plan, an initiative is a broad
enterprise in which the organization may have multiple areas of focus.
Goal—As a smaller component of and subordinate to an initiative, a goal is focused on one
particular area but is still general in nature. If all the goals under an initiative have been
accomplished, the initiative will have been achieved.
Objective—As a smaller component of and subordinate to a goal, an objective is usually defined
as specific, measurable, action-oriented, realistic, and time-sensitive. If all objectives under a
goal are accomplished, the goal is also accomplished.
Critical Task—As the smallest component of a Strategic Plan, critical tasks are the immediate
(within 90 days) action steps needed to meet an objective or a goal. Not all goals or objectives
have critical tasks.
Outcome Statement—Provides a qualitative description of a desired result of a goal or objective,
once it is accomplished.
Performance Metric—Provides the quantitative description of the measurable improvement of
a goal or objective, once it is accomplished.
Strategic initiatives, goals, objectives, critical tasks, and performance metrics or outcomes become an
important part of the organization’s efforts. By following these components carefully, the organization
will be guided into the future and should benefit from reduced obstacles and distractions. Each of the
initiatives, goals, and objectives were identified in a two-day planning workshop facilitated by ESCI with
the internal planning team.
The following series of tables list and define each initiative with its subordinate goals, as well as each goal
with its subordinate objectives. Timelines are also listed with each objective as follows: Critical tasks are
in red boxes (to be completed in 90 days); Short-term is in orange boxes (less than one year); Mid-term
is in yellow boxes (greater than one year but less than three years); and Long-term is in green boxes
(greater than three years but not longer than five years). Some of the objectives may also be ongoing. All
of the timelines are listed after the objectives. The initiative manager is responsible for tracking that
initiative’s progress. Each objective also has a task team assigned to be responsible for coordinating the
effort to implement that objective.
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STRATEGIC PLAN
Initiative 1 – Service Delivery
This initiative focuses on the emergency service delivery system the District provides to the
community. This includes deployment of existing emergency resources, location of future fire stations,
training to address special risks, and reliability of apparatus for response. Accountability is a key
component of this initiative.
Initiative Manager: Fire Chief
Goal: 1A

Develop and evaluate annually the station 1st due response areas.
1.

Establish current response time/areas.

Responsible: 1st Due Response Team

Timeline: Critical Task

Outcome: A baseline of response performance has been established.
2.

Establish a point of contact to meet with Pierce County GIS team (on view).

Objectives

Responsible: 1st Due Response Team

Timeline: Critical Task

Outcome: Contact has been made and subscription established for on view.
3.

Compile response data (times and call location) into map for last three years.

Responsible: 1st Due Response Team

Timeline: Short-term

Outcome: A map has been created that provides response time and call location data.
4.

Analyze data and implement needed changes to run cards.

Responsible: 1st Due Response Team

Timeline: Mid-term

Outcome: Run cards have been modified as necessary (stick or switch decisions).
Goal: 1B

Research and identify land for future station locations.
1.

Analyze run card data and expected population growth for projected areas of need.

Objectives

Responsible: Future Station Team

Timeline: Mid-term

Outcome: Areas of need identified based on data.
2.

Establish land criteria and budget for future fire station land acquisition.

Responsible: Future Station Team

Timeline: Critical Task

Outcome: Criteria has been identified and funds allocated or revenue source identified.
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Contact local realtor/acquire real estate expert assistance.

Responsible: Future Station Team

Timeline: Long-term

Outcome: Availability of parcels for sale in the areas identified in 1B1 have been identified.
4.

Secure appropriate property.

Responsible: Future Station Team

Timeline: Long-term

Outcome: Property has been acquired.
Goal: 1C

Develop and implement a consistent training plan to include “special/frequent”
call types.
1.

Establish a consensus of call types.

Responsible: Training Team

Timeline: Short-term

Outcome: A list of call types has been created.
2.

Establish a general IAP based on desired outcomes.

Responsible: Training Team

Timeline: Short-term

Objectives

Outcome: A list of guiding principles/OIs has been created.
3.

Create a document/plan for delivery of service.

Responsible: Training Team

Timeline: Mid-term

Outcome: A plan is in place.
4.

Implement training.

Responsible: Training Team

Timeline: Mid-term

Outcome: Training has been implemented.
5.

Review and revise as necessary.

Responsible: Training Team

Timeline: Long-term

Outcome: Plan reviewed and revised based on quality improvement ethic.
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Develop and implement a maintenance and replacement plan for response
apparatus.
1.

Establish a list of equipment to address current and future department needs.

Responsible: Apparatus Team

Timeline: Short-term

Outcome: A list has been created.
2.

Establish a list of current resources in place.

Responsible: Apparatus Team

Timeline: Short-term

Outcome: An inventory of current apparatus and critical equipment has been created.

Objectives

3.

Establish a baseline life expectancy for each apparatus/item, where it is on the continuum;
establish best practices for maintenance schedule.

Responsible: Apparatus Team

Timeline: Short-term

Outcome: An apparatus and critical equipment inventory has been created.
A life expectancy schedule has been created.
A maintenance schedule has been created that maximizes the useful life of apparatus and
critical equipment.
4.

Develop maintenance program and mechanism (or tool) to administer it (digital).

Responsible: Apparatus Team

Timeline: Critical Task

Outcome: A maintenance program and schedule has been created. A mechanism or tool to
manage the maintenance schedule is implemented and followed, specific to each item.
5.

Establish an apparatus and critical equipment replacement schedule.

Responsible: Apparatus Team

Timeline: Mid-term

Outcome: A schedule for the purchase and budgeting of apparatus and large critical
expenditures as planned is developed—no surprises.
Goal: 1E

Improve facilities in a manner that provides for firefighter health and safety.
1.

Establish a list of current stations with their future needs identified.

Objectives

Responsible: Facilities Team

Timeline: Mid-term

Outcome: An inventory of current stations has been created with their future needs identified.
2.

Establish a baseline life expectancy for each station and where it is on the continuum.

Responsible: Facilities Team

Timeline: Mid-term

Outcome: A station inventory has been identified with needed improvements identified.
A life expectancy schedule has been created.
A maintenance schedule has been created that maximizes the useful life of apparatus and
critical equipment.
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Develop a facilities improvement program and maintenance schedule.

Responsible: Facilities Team

Timeline: Mid-term

Outcome: A facilities improvement plan has been established. A maintenance program and
schedule have been created.
4.

Establish a facilities replacement plan and schedule.

Responsible: Facilities Team

Timeline: Mid-term

Outcome: A plan has been developed and a replacement schedule have been created. A
revenue source has been identified.
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Initiative 2 – Administration
Many facets combine to describe the administrative responsibilities charged to SPFR. This initiative
focuses on revenue enhancement and sound fiscal stewardship, leadership, workload distribution, and
effective deployment of personnel. Accountability is a key component of this initiative.
Initiative Manager: Fire Chief
Goal: 2A

Maximize the utilization of grants.
1.

Determine unfunded organizational needs.

Responsible: Grants Team

Timeline: Short-term, ongoing

Outcome: A list of unfunded organizational needs has been created.
2.

Train authorized personnel to become grant writers.

Objectives

Responsible: Grants Team

Timeline: Short-term, ongoing

Outcome: A team of grant writers have been trained.
3.

Determine grant availability that could address unfunded organizational needs.

Responsible: Grants Team

Timeline: Short-term, ongoing

Outcome: A list of available grants has been established.
4.

Establish a list of qualified people eligible to become trained as grant writers.

Responsible: Grants Team

Timeline: Short-term

Outcome: A team of grant writer trainees has been created.
Goal: 2B

Develop stronger leadership at all levels of the organization.
1.

Review and update current job descriptions and responsibilities for all supervisory and leadership
positions in SPFR.

Objectives

Responsible: Leadership Development Team

Timeline: Short-term

Outcome: All supervisory and leadership position job descriptions have been reviewed and
updated.
2.

Identify fire department hierarchy (chain of command) structures in similar departments.

Responsible: Leadership Development Team

Timeline: Short-term

Outcome: Comparable fire department structures have been identified and collected.
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Adjust SPFR hierarchy based on District need and influenced by the best practices of the agency
structures collected.

Responsible: Leadership Development Team

Timeline: Short-term

Outcome: The supervisory and leadership positions in SPFR have been adjusted to reflect
industry best practices of comparable agencies.
4.

Train and educate those affected by hierarchy adjustments as per 2B3.

Responsible: Leadership Development Team

Timeline: Short-term, ongoing

Outcome: Those individuals whose jobs have been adjusted have been trained and educated to
meet the expectations of the new positions/descriptions.
5.

Assess the organizational effectiveness of the hierarchy change.

Responsible: Leadership Development Team

Timeline: Mid-term, ongoing

Outcome: The SPFR organization is improved, with clear lines of authority, balanced
workload, and a smooth communication flow in place.
6. Individuals whose jobs were adjusted are successful as determined by annual performance
review.
Responsible: Leadership Development Team

Timeline: Mid-term, ongoing

Outcome: Performance reviews have been conducted and reflect successful adjustment to the
new job conditions. Performance improvement plans have been developed for those not
adjusting well to the change.
Goal: 2C

Optimize staff deployment for maximum effectiveness.
1.

Establish minimum staffing for each staffed station and establish minimum shift standards at
each station.

Responsible: Staffing Deployment Team

Timeline: Mid-term

Outcome: Clear staffing guidance has been established for each station. Standards for each
station have been developed and adopted (staffing configuration by position, status, and
certification).

Objectives

2.

Review GIS data and run cards to compare/contrast with citizens’ stated needs (citizen forum).

Responsible: Staffing Deployment Team

Timeline: Mid-term

Outcome: SPFR has assigned staffing for deployment in alignment with citizen priorities as
identified in the citizen forum results.
3. Analyze data and implement changes to address any gaps (e.g., move staff, hire, establish
resident program, create volunteer shifts).
Responsible: Staffing Deployment Team

Timeline: Mid-term

Outcome: Gaps are addressed within the financial constraints of the District.
4.

Create an algorithm to determine that appropriate staffing configuration is in place.

Responsible: Staffing Deployment Team

Timeline: Mid-term

Outcome: An algorithm is in place.
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Allocate workload in a fair and equitable manner throughout the department.
1.

Identify current workloads by position, by shift, by certification, by status (career/volunteer).

Responsible: Balanced Workload Team

Timeline: Critical Task

Outcome: A list of who is assigned what responsibilities has been created.
2.

Identify and prioritize the work needing to be accomplished that is not currently assigned or that
can be reassigned from an overloaded member.

Responsible: Balanced Workload Team

Timeline: Short-term, ongoing

Outcome: A list of prioritized, unassigned work (or work that can be reassigned) has been
created.
3.

Identify available and/or underutilized personnel by interest, skill, and fairness.

Objectives

Responsible: Balanced Workload Team

Timeline: Short-term, ongoing

Outcome: Each member has had their workload quantified and their skills and interests
identified on a department skills inventory and workload sheet.
4.

Train personnel for new workload assignments.

Responsible: Balanced Workload Team

Timeline: Mid-term, ongoing

Outcome: Personnel identified for new workload adjustments have been adequately trained
and prepared to handle the new work.
5.

Identify successors for current workload assignments and cross-train successors.

Responsible: Balanced Workload Team

Timeline: Long-term

Outcome: Successors for workload have been identified and trained. Successors are assigned
the work when a vacancy occurs.
6.

Evaluate successful completion and adjust as necessary.

Responsible: Balanced Workload Team

Timeline: Long-term

Outcome: Identified workload is being managed appropriately and successors are prepared to
step up and step in.
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Establish reserve accounts for SPFR.
1.

Determine required categories for reserve fund accounts.

Responsible: Budget Team

Timeline: Short-term

Objectives

Outcome: Reserve fund and subaccounts have been created.
2.

Determine funding goals for each reserve account.

Responsible: Budget Team

Timeline: Short-term

Outcome: Reserve fund goals have been created.
3.

Initiate reserve fund contributions.

Responsible: Budget Team

Timeline: Short-term

Outcome: Contributions to the reserve fund has been initiated.
Goal: 2F

Develop proactive strategies for levy lid lifts.
1.

Establish a Levy/Lid Lift Team

Responsible: Board of Fire Commissioners

Timeline: Mid-term

Outcome: Benchmarks have been created.
2.

Set benchmarks for lid lift elections (trigger points for lid lifts).

Responsible: Levy Lid Lift Team

Timeline: Mid-term

Objectives

Outcome: Benchmarks have been created.
3.

Consider establishing a permanent EMS levy.

Responsible: Levy Lid Lift Team

Timeline: Mid-term

Outcome: SPFR Board has made a decision regarding the establishing of permanent EMS levy.
4.

Develop an ongoing public information regarding budget & revenue utilization and needs
(template).

Responsible: Levy Lid Lift Team

Timeline: Long-term, ongoing

Outcome: Public Information has been created regarding fiscal stewardship.
5.

Develop a community education plan specific to SPFR fiscal needs.
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Responsible: Levy Lid Lift Team

Timeline: MId-term, ongoing

Outcome: A community education plan has been developed.

Initiative 3 – Operational Support
Numerous elements support the daily operations of SPFR. Among these are internal communication, personnel
evaluation, training program, EMS program, community outreach, public education, and public information.
These are the core elements of this initiative; accountability is also a key component.
Initiative Manager: Fire Chief
Goal: 3A

Establish department certification criteria.
1.

Review certifications of all personnel to establish needs.

Responsible: Standards Team

Timeline: Critical Task

Outcome: Organizational needs are determined.
2.

Establish a list of available certifications and regional standards by position.

Objectives

Responsible: Standards Team

Timeline: Critical Task

Outcome: Regional standards have been determined.
3.

Develop and implement a plan to bridge the certification gap.

Responsible: Standards Team

Timeline: Long-term, ongoing

Outcome: A training plan has been established & implemented to attain needed certifications.
4.

Create and implement a step process, from probationary firefighter through acting officer.

Responsible: Standards Team

Timeline: Long-term, ongoing

Outcome: Step books have been established with clear objectives.
Goal: 3B

Review, revise, and implement the training program.

Objectives

1.

Through the training committee, review SPFR’s current training plan and ensure it meets the
requirements of the WAC, Pierce Co. TAC Operations, and Pierce County EMS.

Responsible: Training Team

Timeline: Critical Task

Outcome: Training program review is complete.
2.

Revise SPFR’s current training program to meet needs of SPFR as determined by training
committee.

Responsible: Training Team

Timeline: Short-term
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Outcome: Training program meets the needs of SPFR.
3.

Implement training program as determined by the training committee.

Responsible: Training Team

Timeline: Short-term

Outcome: New training program meets SPFR needs.
Goal: 3C

Implement performance evaluations for all personnel.
1.

Review and modify as necessary the current evaluation process to ensure relevance.

Responsible: Performance Review Team

Timeline: Short-term

Outcome: Relevance has been ensured and maintained.
2.

Create evaluation timelines for each position/step (prob=monthly, step 2–3=quarterly,
1st=annually).

Objectives

Responsible: Performance Review Team

Timeline: Short-term

Outcome: An OI is in place that determines when evaluations will be completed.
3.

Train supervisors to properly conduct evaluations.

Responsible: Performance Review Team

Timeline: Mid-term

Outcome: Those completing evaluations have been trained to complete PEs correctly.
4.

Implement the new performance evaluation process.

Responsible: Performance Review Team

Timeline: Mid-term

Outcome: A functional performance evaluation process is in place.
Goal: 3D

Improve internal organizational communication.
1.

Survey membership to establish how it prefers to be communicated with and identify shortfalls
in communication.

Objectives

Responsible: Communication Team

Timeline: Critical Task

Outcome: Preferences determined, with strengths and weaknesses identified.
2.

Build a communication model based on the results of the survey (Obj. 3D1).

Responsible: Communication Team

Timeline: Short-term

Outcome: A communication platform that meets the needs of SPFR has been created.
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Implement the communication model/platform with a continuous feedback loop.

Responsible: Communication Team

Timeline: Short-term, ongoing

Outcome: Internal communication has been improved.
Goal: 3E

Develop a public relations and public education program.
1.

Task the existing public education group (Yount, Brown, Ball) to establish PE/PR priorities.

Responsible: PE/PR Team

Timeline: Short-term

Outcome: Priorities have been established.
2.

Work with the Fire Chief and Board of Commissioners to establish a budget for the PE/PR
program.

Objectives

Responsible: PE/PR Team

Timeline: Short-term

Outcome: A budget is established.
3.

Implement the PE program that meets the needs of SPFR.

Responsible: PE/PR Team

Timeline: Mid-term

Outcome: The target audience is educated.
4.

Implement a PR program that meets the needs of SPFR.

Responsible: PE/PR Team

Timeline: Mid-term

Outcome: The public image of SPFR is improved.
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IMPLEMENTATION METHODOLOGY
“The three major keys to successful strategic planning and implementation are commitment, credibility, and
communication,” according to Chris Ahoy, Associate Vice President of Facilities Planning & Management,
Iowa State University. These three critical elements are best addressed by appropriately prioritizing and
completing the objectives, consistently seeking and utilizing input from SPFR members, continuously
keeping the Strategic Plan and its status front and center of the organization, and measuring compliance
with the established timelines. Where circumstances cause timelines to be jeopardized, clear articulation
of the reasons for the delay is key to credibility for the Plan’s long-term success.
The SPFR Board of Fire Commissioners is asked to review and adopt the Strategic Plan, endorsing it with
an open letter to all the readers of the Plan (contained within this report). The Fire Chief and Union
leadership have also been asked to endorse this Strategic Plan. One cannot overemphasize the
importance of these three letters: the organization’s legislative, executive, and employee branches have
essentially signed on and are committed to seeing this Strategic Plan through to its ultimate
achievement.
To the greatest extent possible, the SPFR budget should align with Strategic Plan elements. The Fire
Chief and Board of Fire Commissioners should strive to allocate funding for the Strategic Plan elements
to keep funding from becoming a roadblock to successful implementation.

Role of Responsibility Teams
Each objective is assigned a name of a team responsible for the
objective. The teams currently exist in name only. They must be
populated by capable members, emphasizing those with a
desire to achieve the objective or with expertise or job
assignments that align with the objective. Members should be
assigned to these teams by the Fire Chief in concert with the
internal planning team. Each team should convene for an initial
meeting to select a chairperson, become familiar with the
objective as a team, seek clarification from the initiative
manager where there are questions, identify funding
appropriations (if any), and begin the process of outlining a work plan. This will help the team achieve the
objective within the assigned timeline(s).
Once a work plan has been created, the team chair should coordinate the setting of a meeting schedule
that works for the team and minimizes organizational conflicts (e.g., training or vacations). Significant
actions of the teams and issues they face should be recorded for status updates to the initiative
managers.
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Role of Initiative Managers
Each of the initiative managers is responsible for coordination of the initiatives assigned. They must be
clear on their roles and responsibilities; identify and assign inclusive, capable teams for each of the
objectives within the initiative; identify funding needs in order to effectively and efficiently accomplish
their assignments; maintain constant awareness of the status and progress of each team under their
charge; troubleshoot and help remove obstacles or barriers to the teams as they perform their work; and
regularly report on initiative status, progress, barriers, strategies to address barriers, successes, and
achievements. They are a crucial part of communicating the status of their Plan element to the
organization.

Role of Internal Planning Team & Fire Chief
The internal planning team, which includes the Fire Chief, is
effectively the implementation team, establishing how
often people meet, what they produce, and how they should
report it. They are responsible for compiling the status of
the individual initiatives, providing adequate funding for
initiatives, reporting the status on a regular basis to the
organization, and working with initiative managers;
potentially they may also work with task teams where
obstacles have been identified that interfere with or
jeopardize the accomplishment of an objective or delay its
achievement beyond the timeline set within this Plan.
The internal planning team should focus on communicating the Plan to the organization, using as many
effective mechanisms and approaches as possible. No single method of communicating is likely to reach
the four corners of the organization and keep the Plan front of mind for every member. As charter
members of this Strategic Plan, the internal planning team is its natural champion. However, for the
Strategic Plan to be truly successful, every member of the organization must own it, embrace it, and help
hold the organization accountable to it.

Role of SPFR Members
Every member of the South Pierce Fire & Rescue is responsible to
understand the Strategic Plan; internalize its mission, vision, values,
goals and objectives; and help the organization achieve the Plan,
whether a part of the various teams or not. By being aware of the
various efforts expended to make SPFR more successful, members
can look for opportunities that various teams may be able to
leverage to achieve its objectives. Members must also help by
holding the organization accountable to its stated timelines and
outcomes. Room for unforeseen circumstances or opportunities
should be built-in so that adjustment of timelines or a shift in a specific approach can be implemented;
however, these unexpected circumstances should not become a routine excuse for not achieving the
initial commitments.
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The organization’s expectations of the Strategic Plan should also be reasonable. In some cases, it has
taken years for some of the challenges the District faces to manifest in their current form. They will not
be reversed overnight. It is important that each member sees him- or herself as part of the solution.
Sometimes, despite the strongest desires and best efforts of all involved, resolution of some thorny
issues requires more effort and more expenditures than is available to the District in the near term.
Therefore, every effort should be made to manage this effort with focus on efficiency and effectiveness.

Communication Strategies and Mechanisms
The Strategic Plan must be communicated often and through many mechanisms. Numerous
communication strategies must be discussed by the internal planning team. They include:
•

The Fire Chief meeting with all crews over the course of time to review the Strategic Plan.

•

Incorporation of mission, vision, and values discussions within training sessions.

•

Highlight a single element of the Plan during training sessions (e.g., six minutes for strategic
planning).

•

Upload the Strategic Plan electronically to make it accessible to all personnel, and post a hard copy
of the Plan at each station.

•

Communicate status updates quarterly, celebrating successes and identifying struggles
transparently.

•

Internal planning team meets with initiative managers at least semi-annually to share lessons
learned, brainstorm resolutions to barriers, and provide status updates.

•

Convene the internal planning team annually to update Plan and ensure accountability.

•

Fire Chief reports to the Board of Fire Commissioners on status updates at least quarterly as a
standing agenda item for the life of the Plan (five years).

These strategies and mechanisms each have their advantages and disadvantages, but the primary theme
is to use what works and communicate regularly and transparently to the organization. By keeping the
Plan front and center in the organization, the Plan remains alive in the minds and hearts of its members.
By celebrating successes as they occur, it increases the level of anticipation by the members for the other
elements to be accomplished.
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APPENDIX B—INTERNAL SWOT FEEDBACK
In your opinion, what is the District's single greatest strength?
•

The service provided.

•

The staff.

•

The ability to adapt and overcome with limited personnel.

•

The grit of the people that work here. Doing more with less, constantly having to deal with issues
of aging and broken equipment, living in stations that were never designed to be lived in. Always
being told we can’t afford to buy the things we need, to do our job better. Settling for less than
industry standard yet still making things work.

•

We provide great EMS services.

•

The employees. Having to do a lot with a little has forced SPFR to adapt and overcome various
obstacles.

•

Barring one or two of the line staff, everyone is very engaging with the public.

•

Adaptability

•

I think our greatest strength is our personnel. We have a lot of great talented people that, if given
the opportunity, could do great things for our District.

•

Responders continually showing up for our public and trying the best we can with what we have to
work with.

•

Customer service on scene.

•

The work ethic of the core group of people who make up South Pierce.

•

To overcome issues that deal with lack of staffing. We are able to do a lot with a little.

•

Our firefighters.

•

Our ability to do more with less.

•

Having a Paramedic respond to nearly every medical call.

•

Very skilled paramedics.

•

The firefighters.

•

The District’s greatest strength is its people.

•

New admin’s willingness to listen and help solve issues/concerns with line crews.

•

Our Fire Chief’s ability to listen and show his concern for the employees’ need and do his best to
address them even if it’s unobtainable. He pushes for better and smarter training. Chief Galey will
get his hands dirty because he understands that staffing is low on critical emergencies. He also
strongly encourages allowing us to do our work with little interfering/or assisting us, which
increases our critical thinking capabilities.

•

Medical service.

•

Providing a great and personal service, with the limited personal and very old facilities.

•

Community services.

•

District Secretary/Finance Officer.
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In your opinion, what is the District's single greatest weakness?
•

Up until recently, it was budgetary constraints.

•

ACs.

•

Not being strict with policies or corrective actions. Some things tend to slide under the table with
personnel. Keeping people that could potentially create dangerous situations.

•

Follow through, on many levels.

•

Overworking the staff. Trying to accommodate outside agencies like the Mnt and D23 before
ourselves.

•

Lack of public education for our citizens on what we need to provide better and current level of
service.

•

Having to do a lot with a little has limited SPFR’s ability to be progressive in a lot of areas. Deferred
maintenance on apparatus, facilities, and not being competitive in the marketplace has cost SPFR
talent (i.e., people have left SPFR for better opportunities in the Fire Service). Limitations have also
impacted opportunities for personal/professional growth for SPFR members.

•

Once again, the Union controlled by outside people who have not a clue what goes on out here,
and lack of the commissioners looking at stuff, and money.

•

Unity.

•

The disregarding of ideas from line personnel/lieutenant to assistant-level chiefs.

•

Lack of follow through (this is not the first survey we have taken). Even when deficiencies are noted,
they get pushed under the rug.

•

Distributing workload to ensure needs are met.

•

Our lack of adequate staffing, both in leadership and out in the field.

•

Lack of positive movement.

•

Response stations.

•

Assistant Chief leadership/support.

•

Apparatus and support.

•

Lack of strong management and leadership.

•

Money.

•

Losing good employees to other local departments.

•

Staffing and wages.

•

Communication.

•

Funding, to be able to provide more to the community and staff.

•

Employee training.

•

The Assistant Chiefs.

In your opinion, what single greatest opportunity should the District take advantage of in the
future?
•

Any grant we can put in for.

•

Revamping volunteer program.
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•

Being a small department, we don’t get the majority of people applying out here. We need to hire
from the volunteer pool not based on how good they do on a test but by their work ethic and drive
to be better. I believe that you can train anyone, but to find good morals and drive is hard to find.

•

A training program for the volunteers that grabs them on day one. A spelled-out program that sets
the District up to hire them. A step process that builds on one another so that they are ready to
walk into a career academy.

•

Should dedicate someone to a day position to focus on public and events. Because crews currently
go out to events and almost always have to abandon to rule calls.

•

Identify ways to remain competitive in the market so SPFR can attract and RETAIN the talent/skills
necessary to provide the best service to our citizens. Provide training opportunities, wage/benefit
package, facilities, etc. We are only as good as our people—so take care of them!

•

Somehow change the working environment, i.e., equipment, buildings, but here is that money
thing again.

•

Progressive growth, equipment, and tactics bolstered by our recent increase in budget.

•

Hire staff.

•

Utilizing our volunteer core. I think the future five years of our department will need well-trained
volunteers to help us grow. I think they will be needed to staff aid units and supplement career staff
on engines. With opportunities like that available, hopefully, it will continue to attract motivated
volunteers. Also, with quality volunteers, we should keep testing to become career in house. I
believe that will be another attraction for quality volunteers. I believe investing in our members’
education advancement, career or volunteer, will attract the best. I am, however, skeptical we
don’t have a volunteer program that can keep up with these ideas.

•

The ability to increase staffing.

•

We now have money; it’s time to do more with more.

•

We need to hire more medics so that we are not caught off guard as more of them get closer to
retirement. The problem is that we are competing for the same number of medics coming out of
school each year, as there were in the 1990s in this state. The issue is, there are at least 2 million
more people in this state. Our contract does not compete well with our neighbors. Until it does, we
are going to have a hard time finding qualified paramedics. This is not just our problem; it is
happening all over Western Washington.

•

Grants.

•

Building a rock-solid training program that is progressive and current.

•

Community involvement.

•

The betterment and growth of the labor and management relationship.

•

DNR contracts. They can provide income for the District.

•

Our upcoming contract negotiations.

•

Looking at a future organizational restructuring. We run three full-time stations with only two
people staffing each. One Lt., One paramedic. We have a 1:1 level of leadership. In my opinion, our
organizational chart has restricted us from growing and working more fluently.
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•

A stronger working organization at our level would only have one source of leadership per shift
(Capt., Battalion Chief); all other members are firefighters or paramedics. Bring our Assistant
Chiefs to shift work and assign them the role of Captain or BC. The size of this department does
not require 9 Lts, 15 FFs, two Asst. Chiefs. It should be three Captains or BCs, all others FFs. We
became too top heavy.

•

Community outreach.

•

Incorporate the Town of Eatonville into the District instead of providing service by contract.

•

Staffing.

•

More funding to put tourists improving the District.

•

Any and all grants.

In your opinion, what is the single most significant threat that the District faces in the future?
•

Losing more career staff/the inability to grow due to sub-comparable benefits.

•

Lack of collaborative management.

•

The District not growing and continuously struggling to bring in taxpayer money.

•

Allowing people to get by doing the minimum. Morale is low due to some barely doing their job at
the station. We shine on calls, but daily duties and ordering supplies before we are out is like pulling
teeth.

•

Staff leaving for one reason or another.

•

The lack of most of our leadership not wanting to make decisions because they want everyone to
like them.

•

Finding, training, and retaining qualified people for the difficult job we do. Talent and knowledge
are very expensive to replace. Normal attrition is challenging enough, let alone abnormal turnover.

•

The control of the Union by outside people and money; and the lack of caring by some senior and
line staff.

•

Freelancing and divisiveness further fracturing efforts to move forward.

•

The single biggest threat is the lack of growth in the District.

•

Public scrutiny over operations and substandard equipment and staffing levels. Also being able to
qualify for Grant funding due to lack of forward planning in time for proper research to be
conducted.

•

Staff burnout.

•

Laziness, lack of standards.

•

Lack of resources to deal with an increase in weather-related incidents due to climate change.
Brush fires are getting larger and more frequent and weather events more impactful. Our budget
and resources will not increase enough to keep up with these changes.

•

Clear expectations and communication with the public.

•

Wildland Urban Interface. We are having longer and hotter summers than when I first started and
especially so when you consider when I was a kid. It seems like much of the vegetation, especially
cedars, are in distress towards the end of the summer. I think that we can best address this through
public education, and encouraging our neighborhoods to become Fire Wise Communities.
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•

Line firefighter pay being way below comparable departments and our neighbors will lose future
hires and prospects to neighboring districts.

•

Firefighter injury or death due to incompetence.

•

Aging line personnel.

•

Lack of planning.

•

The future of the Eatonville contract.

•

Aging department. Greater risk of injuries plus we could be losing around 25% of our line personnel
due to retirement in the next 5–10 years.

•

Levy collection limits without legislative approval. Agricultural Resource Land being preserved to
prevent growth, increasing school taxes and taxpayer exhaustion in a Republican majority
community. We will always be threatened with our levies.

•

Staffing levels and growing population.

•

Restricted commercial/residential growth.

•

Planning.

•

Keeping up with the demand for services.
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APPENDIX C—TIMELINE
Objectives

Assigned
Responsibility

Critical
90 Days

Short
< 1 year

1st Due
Response Team
1A2: Establish a point of contact to meet with
1st Due
Pierce County GIS team (on view).
Response Team
1B2: Establish land criteria and budget for future Future Station
fire station land acquisition.
Team
1D4: Develop maintenance program and
Apparatus
mechanism (or tool) to administer it (digital).
Team
2D1: Identify current workloads by position, by
Balanced
shift, by certification, by status
Workload Team
(career/volunteer).
3A1: Review certifications of all personnel to
Standards
establish needs.
Team
3A2: Establish a list of available certifications and
Standards
regional standards by position.
Team
3B1: Through the training committee, review
SPFR’s current training plan and ensure it meets
Training Team
WAC, Pierce Co. TAC Operations, and Pierce
County EMS.
3D1: Survey membership to establish how it
Communication
prefers to be communicated with and identify
Team
shortfalls in communication.
1A3: Compile response data (times and call
1st Due
location) into map for last three years.
Response Team
1C1: Establish a consensus of call types.
Training Team

Mid
1 to 3
years

Long
3 to 5
years

1A1: Establish current response time/areas.

1C2: Establish a general IAP based on outcomes.
1D1: Establish a list of equipment to address
current and future department needs.
1D2: Establish a list of current resources in place.
1D3: Establish a baseline life expectancy for each
apparatus/item, where it is on the continuum;
establish best practices for maintenance
schedule.
2A1: Determine unfunded organizational needs.
2A2: Train authorized personnel to become grant
writers.
2A3: Determine grant availability that could
address unfunded organizational needs.
2A4: Establish a list of qualified people eligible to
become trained as grant writers.
2B1: Review and update current job descriptions
and responsibilities for all supervisory and
leadership positions in SPFR.
2B2: Identify fire department hierarchy (chain of
command) structures in similar departments.
2B3: Adjust SPFR hierarchy based on District
need and influenced by the best practices of the
agency structures collected.
2B4: Train and educate those affected by
hierarchy adjustments as per 2B3.

Training Team
Apparatus
Team
Apparatus
Team
Apparatus
Team
Grants Team

ongoing

Grants Team

ongoing

Grants Team

ongoing

Grants Team
Leadership
Development
Team
Leadership
Development
Team
Leadership
Development
Team
Leadership
Development
Team

ongoing
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2D2: Identify and prioritize what work needs to
be accomplished that is not currently assigned or
that can be reassigned from an overloaded
member.
2D3: Identify available and/or underutilized
personnel by interest, skill, and fairness
2E1: Determine categories of reserve accounts.
2E2: Determine funding goals for each reserve
account.
2E3: Initiate reserve fund contributions.
3B2: Revise SPFR’s current training to meet needs
of SPFR as determined by training committee.
3B3: Implement training program as determined
by the training committee.
3C1: Review and modify as necessary the current
evaluation process to ensure relevance.
3C2: Create evaluation timelines for each
position/step (prob=monthly, step 2–3=qtrly,
1st=annually).
3D2: Build a communication model based on the
results of the survey (Obj. 3D1).
3D3: Implement the communication
model/platform with a continuous feedback loop.
3E1: Task the existing public education group
(Yount, Brown, Ball) to establish PE/PR priorities.
3E2: Work with the Fire Chief and Board of
Commissioners to establish a budget for the
PE/PR program.
1A4: Analyze data and implement needed
changes to run cards.
1B1: Analyze run card data and expected
population growth for projected areas of need.
1C3: Create a document/plan for delivery of
service.
1C4: Implement training.
1D5: Establish an apparatus and critical
equipment replacement schedule.
1E1: Establish a list of current stations with their
future needs identified.
1E2: Establish a baseline life expectancy for each
station and where it is on the continuum.
1E3: Develop a facilities improvement program
and maintenance schedule.
1E4: Establish a facilities replacement plan and
schedule.
2B5: Assess the organizational effectiveness of
the hierarchy change.
2B6: Individuals whose jobs were adjusted are
successful as determined by annual performance
review.
2C1: Establish minimum staffing for each staffed
station and establish minimum shift standards at
each station.
2C2: Review GIS data and run cards to
compare/contrast with citizens’ stated needs
(citizen forum).
2C3: Analyze data and implement changes to
address any gaps (e.g., move staff, hire, establish
resident program, create volunteer shifts).
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Balanced
Workload Team
Balanced
Workload Team
Budget Team

ongoing
ongoing

Budget Team
Budget Team
Training Team
Training Team
Performance
Review Team
Performance
Review Team
Communication
Team
Communication
Team

ongoing

PE/PR Team
PE/PR Team
1st Due
Response Team
Future Station
Team
Training Team
Training Team
Apparatus
Team
Facilities Team
Facilities Team
Facilities Team
Facilities Team
Leadership
Development
Team
Leadership
Development
Team
Staffing
Deployment
Team
Staffing
Deployment
Team
Staffing
Deployment
Team

ongoing
ongoing

46

South Pierce Fire & Rescue
Staffing
Deployment
Team
2D4: Train personnel for new workload
Balanced
assignments.
Workload Team
Board of Fire
2F1: Establish a Levy/Lid Lift Team
Commissioners
2F2: Set benchmarks for lid lift elections (trigger
Levy Lid Lift
points for lid lifts).
Team
Levy Lid Lift
2F3: Consider establishing a permanent EMS levy.
Team
2F5: Develop a community education plan
Levy Lid Lift
specific to SPFR fiscal needs.
Team
3C3: Train supervisors to properly conduct
Performance
evaluations.
Review Team
3C4: Implement the new performance evaluation Performance
process.
Review Team
3E3: Implement the PE program that meets the
PE/PR Team
needs of SPFR.
3E4: Implement a PR program that meets the
PE/PR Team
needs of SPFR.
1B3: Contact local realtor/acquire real estate
Future Station
expert assistance.
Team
Future
Station
1B4: Secure appropriate property.
Team
1C5: Review and revise as necessary.
Training Team
2D5: Identify successors for current workload
Balanced
assignments and cross-train successors.
Workload Team
2D6: Evaluate successful completion and adjust
Balanced
as necessary.
Workload Team
2F4: Develop an ongoing public information
Levy Lid Lift
regarding budget & revenue utilization and needs
Team
(template).
3A3: Develop and implement a plan to bridge the
Standards
certification gap.
Team
3A4: Create and implement a step process from
Standards
probationary firefighter through acting officer.
Team
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2C4: Create an algorithm to determine that
appropriate staffing configuration is in place.

ongoing

ongoing

ongoing
ongoing
ongoing
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APPENDIX D—TASK WORKSHEET
Initiative:

Person(s) Responsible:

Desired Outcome(s):

Goal:

Objective:
#

Timeline:
Task

Assigned/Delegated

Start
Date

Completion
Date

Cost
Estimate

Comments

1
2
3
4
5
6
7
8
9
10
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