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Message from the Fire Chief 
 
On behalf of Graham Fire & Rescue, I am honored to present the Department’s third 
Strategic Plan.  The first plan was completed in 2000, followed by an updated plan 
adopted by the Board of Fire Commissioners in 2004.  The newest plan was brought 
together through the hard work and dedication of 15 fire department members, each 
of who contributed to develop a common vision for the Department.  This Strategic 
Plan will be a guide for the Department as we collectively strive to meet the 
challenges ahead of us.  
  
An effective strategy, emergency response agencies should consider when planning, is 
to meet external customer (taxpayers) needs while attempting to also meet internal  
customer (employees) needs.  The planning group determined input from the 
community offered in past strategic plans remained meaningful and germane in efforts 
to accomplish  our Mission Statement;  Serving our Community, Professional, 
Accountable, Caring.  In addition, an internal survey was conducted to identify work 
practices, training needs, service delivery methods, etc., to better assist our 
employees in meeting our Mission Statement.   
 
As a result of the Strategic Planning process, six Strategic Priorities were identified: 

·  Improve/Expand Public Outreach Programs and Opportunities 
·  Improve the Delivery of Emergency Services 
·  Improve Employee Development and Internal Communications 
·  Improve Planning, Research and Development, Asset Management, and 

Financial Forecasting 
·  Improve Fleet Maintenance Services  
·  Explore a Change in Governance 

Over the course of the next five years, Fire Department members will strive to 
accomplish the Critical Tasks that support each of these Strategic Goals.  In the end, 
the Department will be a stronger, more vibrant organization, one connected with our 
community.   
 
 
Sincerely,  
 
Reggie Romines, Fire Chief 
Graham Fire & Rescue   
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Planning Process 
 
This is the third strategic plan put into place by Graham Fire & Rescue.  Nine y ears 
ago, Graham Fire & Rescue adopted a formal Strategic Plan, which was updated in 
2004.  The Department conducted internal updates to maintain a current plan until 
2009 when this new plan was developed.  The commitment towards establishing a nd 
focusing on established goals is commendable. 
 
The Strategic Planning Process focuses on four primary areas: 
 

1.  Where are we now?  As it relates to performance and achievement of 
previously defined goals and objectives.  
 

2.  Where do we want to be? As it relates to service delivery and operational 
goals. 
 

3.  How do we get there? 
 

4.  How do we measure our progress? 
 

As we started the process of developing a new plan, we examined internal 
performance: progress made towards previously defined goals and objectives; 
conducted a benchmarking survey of comparable fire departments; conducted an 
internal survey of fire department members.  This information was shared with the 
planning team and became the starting point for the planning process. 
 
The planning team examined the external and internal forces that affect the fire 
department through a ‘COWS’ exercise: examining and discussing external 
‘Challenges’ and ‘Opportunities’ and internal ‘Weaknesses’ and ‘Strengths’.  With 
these in mind, a series of potential goals were listed and discussed.  The most pressing 
goals were identified and strategies and timelines to meet those goals were identified.   
Milestones were established. 
 
In all, the planning team analyzed and discussed quite a bit of information, all  with 
the goal of providing the best possible service to the residents of Graham Fire & 
Rescue, while operating an efficient, effective, and accountable organization. 
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Department Overview  

 
Graham Fire & Rescue / Pierce County Fire District No. 21, is operated as a Fire 
District under the policy direction of three elected Fire Commissioners. 
 
The service area’s 2009 assessed valuation is approximately $5.9 billion dollars; the 
Fire District has an operating budget of $14.7 million.  The District manages a 
supplemental capital improvement bond of $12 million which was approved by voters 
in 2008. 
 
The Fire District serves over 75,000 residents and covers about 90 square miles of area 
in Southeast Pierce 
County.  Fire, rescue, 
and paramedic 
transport services are 
provided by 72 career 
staff and 35 volunteer 
firefighters operating 
out of five 
strategically placed 
fire stations, three of 
which are staffed 24-
hours per day.  In 
2008, the department 
responded to 4,943 
calls for service, of 
which 3,502 (70.85%) 
were EMS/Rescue in 
nature, 166 fire responses, and the remainder a variety of emergent and non-
emergent calls for assistance. 
 
Graham Fire & Rescue is growing rapidly.  In 15 years, the call volume has risen 260%, 
from just less than 1900 calls in 1994, to almost 5,000 calls in 2008.  As the Distric t 
works to meet the increasing demand for service, they maintain a class-5 fire  
protection rating, provide advanced medical care and transportation for patients, 
rescue services, and provide pro-active community education and emergency planning.  
 
 In visiting the department, it is readily evident that the culture of ‘customer service ’ 
and ‘professionalism’ is ingrained throughout all levels of the organization.  This can 
be attributed to the community and customer centered vision of the elected  officials, 
fire district management, and staff.  As such, the fire district enjoys widespread 
community support, organizational pride, and a reputation for providing high quality 
service. 
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Mission, Vision, Values 
 
The Mission Statement, Vision for the future, and Organizational Values provide focus 
for the members of the organization, stakeholders, and customers.  While generally 
stated succinctly and simply, they are powerful statements that guide the 
organization. 
 
During the process of updating this Five-Year Strategic Plan, the planning group 
reaffirmed Graham Fire & Rescue’s Mission Statement, Vision for Excell ence, and 
Organizational Values. 
 

Mission Statement 

 

 

 

 

 

 

Vision for Excellence  
 
 
 
 
 
 
 
 
 
 
 
 

 
 

Organizational Values 

 

“Serving Our Community”  
Professional 
Accountable 

Caring 

 

Ø Exceed our customer’s expectations  
Ø Provide personnel with the necessary support, encouragement, and 

skills for safe and effective job performance 
Ø Operate in the most efficient and fiscally responsible manner possible 

within available resources 
Ø Provide a healthy, happy, empowered, and enthusiastic workplace free 

of harassment and discrimination 
Ø Be recognized as an outstanding resource to the Community to enhance 

the quality of life 
Ø Foster a management/labor/volunteer/community partnership 

 

Doing the “right thing” through trust, respect, integrity, commitme nt 
 and ethical professional service. 



Graham Fire & Rescue – 2009 Fire Services Strategic Plan 

 

Steve Abel & Associates, LLC  Page 5 
 

Benchmarking Information 
 
A benchmarking analysis was completed comparing Graham Fire & Rescue with eight 
similar Washington fire departments.  The intent is to compare key operational a nd 
financial information with similar departments: population served (which relates to 
service demands); district assessed valuation (which relates to finances); area served 
(which relates to demands on response times and number of fire stations needed). 
 
Information was received from Pierce County Fire District 2 (Lakewood), Pierce County  
Fire District 3 (University Place), Pierce County Fire District 5 (Gig Harbor), Pierce  
County Fire District 22 (East Pierce), King County Fire District 43 (Maple Valley), and  
King County Fire District 4 (Shoreline).  We did not find any fire departments to be 
truly ‘comparable’ in all three areas, but were able to extrapolate some information 
that may be helpful for the planning process: 
 

Department Pop. 
Assessed 
Valuation 

Square 
Miles 

Served 

Operating 
Budget 

ISO 
Rating 

Total 
Calls 
2007 

Number 
of 

Stations 

Total 
Career 
Staff 

Total 
Volunteer 

Staff 

                    
Pierce 21- 
Graham 
F&R 75,000 5,882,692,760 90 14,624,000  5 4,653 5 72 35 

Pierce 2- 
Lakewood 67,000 6,180,475,155, 22 17,747,141  4 9952  5 131 0 
Pierce 3- 
University 
Place 33,500 3,525,825,654 9 9,505,356 4 3,312 2 59 4 

Pierce 5- 
Gig Harbor 45,000 9,428,555,489 55 15,680,898 5/6 4,578 9 98 46 

Pierce 22- 
East Pierce 75,000 6,890,186,155 42 20,936,106 5 6,585 10 98 48 
King 43- 
Maple 
Valley  40,000 5,313,645,310 53 8,305,165 4/5 2,842 6 61 30 

King 4- 
Shoreline 53,000 7,939,966,797 13 19,186,266 3 9,261 3 111 1 

  
                  

Averages 
55,500 6,496,812,028 40.5714 13,841,460   5,938   90 23.42857 
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As it relates to career staffing, Graham Fire & Rescue had the lowest number of career 
staffing per 1,000 of population; but correspondingly has the lowest number of 
emergency calls per 1,000 population. 
 

Department Calls per 1,000 
population 

Career Staff per 1,000 
population 

Relationship of Call 
Volume/Career Staff 

(higher number = more 
calls per firefighter) 

Pierce 21- Graham 62 .96 65 

Pierce 2- Lakewood 148  1.9 81 

Pierce 3- University 
Place 

99 1.8 54 

Pierce 5- Gig Harbor 102 2.2 46 

Pierce 22- East Pierce 88 1.3 67 

King 43- Maple Valley 71 1.5 47 

King 4- Shoreline 175 2.1 83 

Averages 106.4  1.68 63.3 

 
 
The lower call volume relationship may be attributed to the geography and 
demographics of the area.  The high volume ‘comparable’ departments are located in 
more densely populated areas with major transportation routes and commercial areas 
within the response boundaries.  The relationship of the number of career staff per 
1,000 population and the volume of calls per firefighter shows that Graham 
firefighters fall within the ‘average’ (63) of volume/firefighters.  This , however, does 
not take into account that Graham Fire & Rescue has the largest response area, by fa r, 
of any of the ‘comparable’ fire districts.  This creates challenges in how to provide 
services throughout the response area; hence the planning team spent considerable 
time discussing staffing options and use of volunteer/resident firefighters to provide 
acceptable coverage throughout the fire district. 
 
Because Graham Fire & Rescue had expressed concern regarding the best use of a 
volunteer/resident firefighter program, we polled the benchmarking departments as 
to their use of volunteer or resident firefighters.  We were seeking information 
regarding the number of volunteer firefighters each organization utilizes, the 
seniority/turnover rate of volunteers, and the number of volunteer firefighters one 
could reliably expect to respond to an emergency, both daytime and nighttime. 
 
The data was collected not to make or support any particular point regarding t he use 
of volunteer firefighters, but to provide information to the planning team as to how  a 
program might be structured to meet Graham Fire & Rescue’s needs.  
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Pierce 21- Graham *35 5 14% 10 29% 20 57% 

Pierce 2- Lakewood N/A       

Pierce 3- University Place N/A       

Pierce 5- Gig Harbor 46 8 17% 8 17% 30 65% 

Pierce 22- East Pierce 48 10 21% 13 27% 25 52% 

King 43- Maple Valley 30 0 0 5 17% 25 83% 

King 4- Shoreline N/A       

Averages 39.75 5.75 14% 9 23% 25 63% 

 
Based on this data, three of the four busiest fire districts had eliminated their 
volunteer firefighter programs entirely.  Pierce 5 has maintained their program, and 
according to the data received, appears to be successful .  The ‘comparable’ 
departments are all fairly consistent with their volunteer firefighter seniority, with 
Pierce 22 having the least turnover.  Given the averages, it appears that these fire 
departments can expect significant turnover of volunteers, with the majority of the 
force having 3-years or less experience.  This data is helpful when comparing the co st 
to recruit, equip, train, and maintain a volunteer program to the response reliability 
of such a program. 
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Of the reporting benchmarking fire departments, the following table indicates the 
reported average responses to alarms by their volunteer firefighters. 
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Pierce 21- Graham 27 0 0% 1 3% 

Pierce 2- Lakewood N/A     

Pierce 3- University Place N/A     

Pierce 5- Gig Harbor 46 6 13% 14 30% 

Pierce 22- East Pierce 48 3 6% 10 21% 

King 43- Maple Valley 30 1 3% 6 20% 

King 4- Shoreline N/A     

Averages 37.75 2.5 6.6% 7.75 21% 

 
Many factors can influence the number of volunteers responding to emergencies.  For 
daytime responses, a major influence relates to the number of volunteers who work 
within the response area and whose employers allow responses from work, those who 
work shifts and are available during the daytime, and those who may be students (such 
as resident volunteers) or retired/work at home. 
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Staff Input 
 
As part of the planning 
process, all career and 
volunteer staff had the 
opportunity to provide input 
via a confidential 
questionnaire.  Thirty-four 
career/administration staff 
and seven volunteer 
firefighting staff submitted 
input to the planning team 
via this survey.  Our thanks 
go to those who took the 
considerable time, thought, 
and effort to provide this 
input. 
 
The survey included input into the “COWS” exercise, opinions on the services that are 
provided to the public as well as internal operations, and input regarding future goals 
of the organization.  These opinions/suggestions were tabulated and provided to the  
planning team for consideration. 
 
The general tenor of the input shows a great pride in the organization. The overall 
culture of Customer Service and the mission statement of “ Serving the Community”  
Professional-Accountable-Caring is instilled throughout the organization.  The input 
shows that the organization strives to provide the best service possible and places  an 
emphasis on employee well-being. 
 
The most common suggestions for organizational improvement and future goals focus 
on issues with staffing, the need to define the volunteer program, researching the 
possibilities of a merger or other consolidation, and the desire for increased interna l 
communications.  
 
The common suggestions were shared by the planning team and were included as part 
of the Strategic Goals.  All  of the comments made by staff- both positive and critical - 
were heard by the planning team and much discussion occurred with regards to 
reinforcing the positive aspects and developing options to meet the needs that w ere 
expressed. 
 
The planning team was especially concerned that those who submitted input  would 
recognize that the input was heard, was valuable, and will be considered as the 
organization moves ahead. 
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COWS Process 
 
‘COWS’ is an acronym for Challenges, Opportunities, Weaknesses, and Strengths.  It is 
a process where the planning team identifies external and internal influences that 
impact the organization’s ability to move ahead, as well as to identify issu es that 
should be addressed. 
 
As part of the strategic planning process, the planning team assessed the external and 
internal environments of the organization.  In this process, we identified the external 
challenges and opportunities in which Graham Fire & Rescue may want to strateg ically 
position itself, as well as the internal strengths and weaknesses that will impact the ir 
abilities to meet challenges, take advantage of opportunities, and  to acc omplish 
internal strategic goals. 
 
The challenges, opportunities, weaknesses, and strengths are not listed in any 
hierarchal order. 
 

Note regarding the COWS process: 
Weaknesses are not typically major deficits, but an acknowledgement by the plannin g team as 
to areas where improvements may be implemented in order to increase the o verall quality of 
services to the public. 
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Challenges Facing Graham Fire & Rescue 
 
The Overall Economy and Continued Funding Opportunities 

The Ability to Acquire Staff to Meet Service Demands 

Increasing Call Volumes and Requests for Service 

Emergency Call Response Times 

Increased High Density Housing 

Increased Commercial Building Growth 

New and Increased Standards, Laws and Mandates 

Increased Scrutiny from the Public 

Opportunities Facing Graham Fire & Rescue 
 
Potential for Mergers, Consolidations,  or Fire 
Authority  
Continued Infrastructure Development 
New Funding Mechanisms 
Lobbying Opportunities 
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Weaknesses 
 

Communications:  Internal/External 
Fire Officer Development 
Staffing to Handle Service Demands 
Aging Fleet of Apparatus and Equipment 
Need for Facilities Upgrades 
Standardized Incident Management 
Current State of the Volunteer Firefighter Program 
Workload Balance:  Essential Staff Work and Emergency Responses 
Technology Utilization, including Mobile Data Computers and Records 
Management System 
Staffing for Public Education 
Emergency Medical Services Program Management: Continuing 
Education/Training; Quality Assurance/Quality Improvement Programs 

 

Strengths 
 
Customer Service Philosophy Throughout the Organization 
Quality of Personnel 
Support of the Elected Fire Commissioners 
Training Program 
Overall Staff Pride in the Organization 
Command Structure 
Positive Attitude 
Capacity for Growth 
Progressive and Adaptive Culture 
Competent Leadership 
Resident Firefighter Program 
Positive Labor/Management Relations 
Peer Fitness Program 
Quality Public Education Program 
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Customer Priorities and Expectations 
 
The planning team recognizes that the purpose of the organization is to provide 
services to meet the demands and expectations of the customers they serve.  A s such, 
the team reviewed and discussed the priorities and expectations of the public. 
 
While many Strategic Plans will utilize either customer surveys or a citizen’s  review 
group, Graham has an advantage where the Fire Commissioners, Fire Chief, and other 
staff members are actively engaged in the community and receive input on a regular 
basis.  Discussion occurred regarding the citizen’s input for the 2000 Strategic Plan, 
and the following priorities and expectations were included as a basis for establishing  
Strategic Goals: 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Customer Priorities: 
 

1. Emergency Medical Services 
2. Fire Suppression 
3. Public Services 
4. Fire Prevention/Public Education Programs 
5. Rescue 
6. Disaster Preparedness 

7. Hazardous Materials Response 

Customer Expectations: 
 

·  Rapid Response 
·  Well-Trained Staff 
·  Well Equipped 
·  Good Fiscal Management 
·  Be Involved In, and Accessible to the Community 
·  Well-Maintained Apparatus and Equipment 
·  Sufficient Staffing to Do the Job 
·  Compassionate and Understanding Staff 
·  Provide Fire Department Based Medical (Ambulance) Transport 
·  Conduct Business Without Politics 
·  Keep the Public Informed 
·  A “Customer-First” Attitude 
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Strategic Goals and Objectives 
 
The ultimate purpose of the planning process is to establish strategic goals and  
objectives.  These goals become a common roadmap to all members of the 
organization as they move forward.  The goals are derived from community 
expectations and current levels of service; an external look at Challenges and 
Opportunities; an internal look at Weaknesses and Strengths; as well as input from 
staff and the planning team.  Some goals that were ‘in -progress’ from the previous 
Strategic Plan are included in this plan. 
 
There was no shortage of input regarding potential goals.  After much debate, the 
planning team combined similar goals and determined which goals should most 
realistically be included in this document.  Some general categories of goals were re-
defined to encompass varying objectives and tasks.  In all, 35 specific strateg ic 
objectives were identified to be accomplished within the next five years. 
 
It should be noted that the goals and objectives that are listed do not ne cessarily 
reflect a deficiency of services delivered, but are developed in the spirit and quest of 
constantly improving services and internal operations. 
 

1.  Improve/Expand Public Outreach Programs and Opportunities 

A. Develop and implement strategies that will increase positive public 
contacts outside of the delivery of emergency services  

B. Develop a comprehensive public information and outreach program to 
ensure the community is fully informed about the District’s service delivery 
issues 

C. Identify and implement additional public education programs 

D. Identify an Outdoor Burning position for Graham Fire & Rescue 

 

2.  Improve the Delivery of Emergency Services 

A. Create a Standard  of Cover Document that includes a risk analysis and 
identifies staffing needs and deployment 

B. Determine the role of Volunteer Firefighter Programs 

C. Increase Command Vehicle capabilities 

D. Make timely updates of maps as new streets are built 
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3.  Improve Employee Development and Internal Communications 

A. Enhance the opportunities for Emergency Medical Services training 

B. Enhance EMS Continuous Quality Improvement (CQI) 

C. Raise professional development standards for Command Fire Officers and 
Acting Command Officers  

D. Implement an Officer Development Program 

E. Improve employee effectiveness by providing training on existing 
technologies 

F. Implement communication strategies to ensure that all career and 
volunteer staff are regularly informed of events, activities, and issues of 
the District to create a common vision for all personnel 

G. Continue  the revision and updating of policies and procedures 

H. Adopt and implement the IAFC/IAFF Wellness Initiative  

I. Adopt  individual training and development goals for all positions in the 
organization  

J. Develop minimum performance standards for individual and company 
evolutions 

K. Ensure that employees are performing within their training, scope of 

practice, and rules & regulations 

L. Develop adequate training facilities 

M. Provide training to all personnel on disaster plans and disaster response 
 

4.  Improve Planning, Research and Development, Asset Management, and 
Financial Forecasting 

A. Forecast projected revenues 

B. Conduct an analysis of EMS Division needs 

C. Identify and develop new IT technologies that will benefit the Fire District 

D. Develop and implement an IT Emergency Replacement and Reserve Program 

E. Develop reporting capabilities with existing data 

F. Complete a facility needs analysis and create a Facilities Plan 

G. Develop and implement a Fleet Program 

H. Develop a work management tracking system 

I. Research and develop alternative sources for funding 
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J. Accumulate and document the history of Graham Fire & Rescue to preserve 
institutional memory 

5.  Improve Fleet Maintenance Services 

A. Research options for a Fleet Division  Headquarters 

B. Develop and Implement an effective Fleet and Equipment Maintenance 
Records Management System 

6.  Explore Changes in Governance 

A. Submit to voters the option of a 5-member Board of Fire Commissioners  

B. Research the opportunities and impacts of  mergers, consolidations, or fire 
authorities 

 

 

 

 

 

 

 

 

 

 



Graham Fire & Rescue – 2009 Fire Services Strategic Plan 

 

Steve Abel & Associates, LLC  Page 17 
 

Strategic Goal 1:  Improve/Expand Public Outreach Programs and Opportunities 

Objective 

1A 

Develop and implement strategies that will increase positive public 
contacts outside of the delivery of emergency services 

Performance Measure: 
 
Additional programs and events will 
be in place to engage the public on a 
positive basis. 
 

Critical Tasks: 
 
1. Continue to be a part of community 

activities. 
2. Continue community activities inside 

the fire stations. 
3. Join students for lunch at schools 

monthly. 
4. Conduct ‘mini open-houses’ with 

apparatus when in store parking lots. 
5. Place benches outside of the busier 

fire stations. 
6. Identify new/increased public contact 

opportunities such as Santa runs, 
Halloween lights, etc.. 
 

 

Importance:  High 

Timeline:  September 
2010 

Lead/Responsible 
Party  

Myra Merdian-
Drake 
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Strategic Goal 1:  Improve/Expand Public Outreach Programs and Opportunities 

Objective 

1B 

Develop a comprehensive public information and outreach program 
to ensure the community is fully informed about the District’s service 
delivery issues 

Performance Measure: 
 
The developed plan will be in place. 
 

Critical Tasks: 
 
1. Develop a public information plan to 

include community and media contact 
goals. 

2. Identify staffing needs for this 
objective. 

3. Update the District’s website at least 
monthly. 

4. Finalize the development of the 
communications plan. 

5. Implement plan. 
 

Importance:  High 

Timeline:  June 2010 

Lead/Responsible 
Party  

Chief Romines 

 

Strategic Goal 1:  Improve/Expand Public Outreach Programs and Opportunities 

Objective 

1C 

Identify and implement additional public education programs  

Performance Measure: 
  
A study will have been completed 
and submitted to the Fire Chief and 
approved programs will be in place. 

Critical Tasks: 
 
1. Research types of programs needed 

and practical within the District:   
included are additional student 
education; adult education; senior 
injury prevention; and sit/fit programs; 
to include collaborative efforts with 
other agencies. 

2. Develop funding needs and acquire 
needed funding for recommended 
programs 

3. Acquire staffing if needed to 
implement and/or support the 
approved programs 

4. Implement and monitor the success of 
the adopted programs 
 

Importance:  High 

Timeline:  March 2014 

Lead/Responsible 
Party  

Myra Merdian-
Drake  
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Strategic Goal 1:  Improve/Expand Public Outreach Programs and Opportunities 

Objective 

1D 

Identify an Ou tdoor Burning position for Graham Fire & Rescue  

Performance Measure: 
 
Determine if open burning should be 
continued with no change; modified 
or limited in some way; or 
discontinued all together: 
A report and recommendation will be 
submitted to the Fire Chief 
establishing a final position on 
Outdoor Burning within District.  
 

Critical Tasks 
 
1. Assess best practices related to public 

polling on the subject; acquire funding 
if needed; conduct poll. 

2. Assess and compare other local fire 
district practices on Outdoor Burning. 

3. Research the various needs/desires of 
our community in relationship to 
Outdoor Burning. 

4. Work in close coordination with 
PSCAA and incorporate regional 
Outdoor Burning trends. 

5. Determine costs and impacts of 
Outdoor Burning on District. 

6. Prepare detailed report on findings 
and propose recommendations for 
legislation. 

7. Implement and monitor legislative 
changes as appropriate. 

 

Importance:  Medium 

Timeline:  May 2009 

Lead/Responsible 
Party  

Chief Franz 
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Strategic Goal 2:  Improve the Delivery of Emergency Services 

Objective 

2A 

Create a ‘Standard of Cover’ document that includes a risk analysis 
and identifies staffing needs and deployment 

Performance Measure: 
 
A risk analysis, standard of cover, 
and deployment report that includes 
staffing needs and alternatives will 
be submitted to the Fire Chief.  A 
final report and recommendations 
will have been submitted to the 
Legislative Body , and if approved, a 
funding mechanism will be adopted . 
 

Critical Tasks: 
 
1. Identify work group to complete the 

‘Risk Analysis’. 
2. Collect formatting of other ‘Risk 

Analysis’ models. 
3. Conduct analysis and complete report. 
4. Determine current capabilities and 

deployment plan towards identified 
risks. 

5. Determine resource needs to address 
uncovered risks. 

6. Establish response model to cover all 
identified risks. 

7. Determine minimum staffing for 
priority responses for identified 
apparatus types. 

8. Determine funding sources for 
acquiring identified staffing needs. 

9. Establish schedule for fulfilling 
staffing/deployment plan.  

10. Submit report and recommendations 
to the Fire Chief. 

 

Importance:  High 

Timeline:  
December 

2010 

Lead/Responsible 
Party 

Chief Franz 
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Strategic Goal 2:  Improve the Delivery of Emergency Services 

Objective 

2B 

Determine the role of  Volunteer Firefighter Programs 

Performance Measure: 
 
A program(s) appropriate for 
Graham Fire & Rescue will have 
been identified, strategies for 
implementation in place and an 
appropriate program will either be in 
place or (if appropriate) a transition 
model will have been implemented. 
 

Critical Tasks: 
 
1. Determine the costs/time/resources 

associated to recruit, train, equip, and 
maintain the current resident and 
respond-from-home volunteer 
programs. 

2. Identify the probable longevity of 
volunteers in both the resident and 
respond-from-home volunteers. 

3. Determine the number of responses, 
and time for response of each 
program. 

4. Determine ancillary value of volunteer 
programs, such as community 
advocacy, hiring pool, etc.. 

5. Develop potential strategies to 
improve the 
benefits/longevity/reliability of each 
program. 

6. If transition/changes are 
recommended, develop a 
recommended plan/strategy to 
implement recommended changes. 

7. Evaluate the need/value of Tuesday 
night drills/alternative drill schedules. 

8. Develop and deliver a report with 
recommendations to Fire Chief and 
Legislative Body for their 
consideration and action. 

9. Follow-up on direction from the Fire 
Chief and Legislative Body. 

 

Importance:  Medium 

Timeline:  July 2010 

Lead/Responsible 
Party  

Chief Franz 
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Strategic Goal 2:  Improve the Delivery of Emergency Services 

Objective 

2C 

Increase Command Vehicle capabilities  

Performance Measure: 
 
New mapping system and internet 
access capabilities will be installed 
and operational, the command box 
will be improved, and new lighting 
and weather protection will be 
installed. 
 

Critical Tasks: 
 
1. Identify and install necessary software 

to include mapping/get internet 
connectivity. 

2. Identify replacement schedule for 
command vehicle.  

3. Improve command box. 
4. Correct lighting and achieve protection 

from inclement weather. 
 

Importance:  High 

Timeline:  July 2010 

Lead/Responsible 
Party  
 

Chief Judd  

 

Strategic Goal 2:  Improve the Delivery of Emergency Services 

Objective 

2D 

Make timely updates of maps as new streets are built  

Performance Measure: 
 
All maps are current and a system in 
place to update maps as new streets 
are built. 
 

Critical Tasks: 
 
1. Train department members on the 

mapping software. 
2. Identify a timeframe for new map 

production. 
3. Download available data from the PC 

GIS Department. 
4. Update Graham specific information. 
5. Print maps on the identified timetable.  
 

Importance:  High 

Timeline:  December 
2010 

Lead/Responsible 
Party  
 

Chief Judd  
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Strategic Goal  3:  Improve Employee Development and Internal C ommunications 

Objective 

3A 

Enhance opportunities for Emergency Medical Services training 

Performance Measure: 

An enhanced EMS training program 
(OTEP/CBT) is in place and being 
utilized by staff. 
 

Critical Tasks: 
 
1. Gain approval from Pierce County 

EMS Council to provide Distance and 
Computer Based Training (CBT) to 
our EMS providers. 
 

2. Complete and submit a written 
Paramedic OTEP plan to our medical 
program director & State EMS for 
approval. 
 

3. Complete and submit a written EMT 
OTEP plan to our medical program 
director & State EMS for approval. 
 

4. Secure funding to enroll all 
department EMS providers into an off-
site CBT program (currently 
budgeted). 
 

5. Complete an extensive one-on-one 
introduction and training program on 
the OTEP/CBT program to all EMS 
members. 

 

Importance: Medium 

Timeline:  
September 

2009  

Lead/Responsible 
Party  

Chief Jensen 
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Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objecti ve 

3B 

Enhance EMS Continuous Quality Improvement (CQI)  

Performance Measure: 
 
A data collection and reporting 
system will be in place along with a 
communication, training 
improvement, or other system to 
enhance our EMS capabilities and 
levels of care. 

Critical Tasks: 
 
1. Define the desired data to capture for 

the CQI program. 
2. Coordinate a data collection system 

that includes 1) what, 2) how, and 3) 
when. 

3. Identify criteria for reporting events to 
the MSO, Fire Chief, and Physician 
Advisor. 

4. Define appropriate actions/procedures 
to enhance patient care, which will 
include communications or training. 

5. Continuously monitor, evaluate, and 
improve the program. 

 
 

Importance:  Medium 

Timeline:  July 2010 

Lead/Responsible 
Party  

Chief Jensen 

 

Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3C 

Raise professional development standards for Command Fire 
Officers and Acting Command Officers 

Performance Measure: 
 
New standards will have been 
adopted and a training/mentoring 
program will be in place. 
 

Critical Tasks: 
 
1. Research, develop, and recommend 

qualification standards for Officers. 
2. Research, develop, and recommend 

qualification standards for Officers. 
3. Ensure that the required officer 

development training is in place or 
readily available. 

4. Adopt standards. 
5. Limit personnel available to Act-in-

Capacity for the above positions to 
those placed on “Qualified” list. 

6. Obtain funding for a 
shadowing/mentoring program. 

7. Implement a shadowing/mentoring 
program. 
 

Importance:  High  

Timeli ne: 
December 

2010 

Lead/Responsible 
Party  

Chief Espinosa 
(1, 2, 3, 7)  
 
Chief Romines 
(4,5, 6) 
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Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3D 

Implement an Officer Development Program  

Performance Measure: 
 
An adopted Officer Development 
training program will be in place. 
 

Critical Tasks: 
 

1. Identify and secure funding for the 
officer development training program. 

2. Develop/adopt program based on 
identified needs. 

3. Implement training program. 
4. Review and evaluate the 

effectiveness of the program and 
appropriateness of the identified 
standards. 

 

 

Importance:  High 

Timeline:   January 2011 

Lead/Responsible 
Party  

Chief Espinosa 

 

 

Strategic Goal 3:  Improve Employee Development and Internal Communications 

Objecti ve 

3E 

Improve employee effectiveness by providing training on existing 
technologies 

Performance Measure: 
 
Training will have been made 
available to all staff on MS Windows, 
Outlook, Webmail, Portal, MDC’s, 
RMS/ESO, and phone system. 

Critical Tasks: 
 
1. Develop and deliver a MS Windows 

“101” class to staff. 
2. Develop and deliver a MS Outlook and 

webmail class to staff. 
3. Develop and deliver classes on 

custom tools: portal, MDC’s, phone 
system, RMS/ESO to staff. 

 

 

 

 

 

Importance:  Medium 

Timeline:  March 2010 

Lead/Responsible 
Party  

Lyle Stahnke 
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Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3F 

Implement communication strategies to ensure that all career and 
volunteer staff are regularly informed of events, activities, and issues 
of the District  to create a common vision for all personnel 

Performance Measure: 
 
Feedback from staff will indicate that 
the strategies implemented are 
keeping the organization reasonably 
informed as to events, activities, and 
issues within the District. 
 

Critical Tasks: 
 
1. Schedule and conduct quarterly 

shift/chief meetings to convey 
information. 

2. Post on the District portal: Chief 
Reports, Commissioner Meeting 
Minutes and supporting 
documentation. 

3. Post on the District portal a calendar 
of events and activities. 

4. LMC Meetings will occur on a regular 
basis. 

5. Develop external links to internal 
communications/calendars. 

 

Importance:  High 

Timeline:   January 2010 

Lead/Responsible 
Party  

Chief Romines 

 

Strategic Goal 3:  Improve Employee Development and Internal Communications 

Objective 

3G 

Continue  the revision and updating of policies and procedures 

Performance Measure: 
 
All current policies and procedures 
will be updated and maintained in a 
current status. 
 

Critical Tasks: 
 
1. Identify and assign individuals to 

complete DRAFT revisions of policies 
for review and approval. 

2. Review submitted DRAFT policies and 
make changes as necessary. 

3. Submit revised policies to 
stakeholders, union representatives, 
and the Legislative Body for comment. 

4. “Final” policies will be presented to the 
Legislative Body for approval and 
adoption. 

5. Training Division will train/orient all 
employees to the policy. 

 

Importance: Medium 

Timeline:  
June 2010  

Ongoing 

Lead/Responsible 
Party  

Chief Romines 
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Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3H 

Adopt and Implement the IAFC/IAFF Wellness Initiative  

Performance Measure: 
 
The national IAFC/IAFF Wellness 
Initiative will be in place. 
 

Critical Tasks: 
 
1. Identify program issues and needs. 
2. Secure funding for program. 
3. Negotiate/achieve labor/management 

agreement for the program. 
4. Adopt and implement the Wellness 

program. 
5. Review and monitor the program. 
 

Importance:  High 

Timeline:  June 2010 

Lead/Responsible 
Party  

Chief Baskett 
(1,5) 
Chief Romines 
(2,3,4) 
 

 

 

Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3I 

Adopt individual training and development goals for all positions in 
the organization  

Performance Measure: 
 
Training standards will have been 
identified and strategies in place to 
meet those identified training needs. 

Critical Tasks: 
 
1. Change shift training culture to 

competency based performance 
rather than prescriptive training. 

2. Identify training requirements and 
desires for all positions.  

3. Identify training strategies for each 
position. 

4. Mutually develop written training and 
development goals for each position. 

5. Implement program and 
monitor/adjust the training based on 
needs. 

 

Importance: Medium 

Timeline:  June 2011 

Lead/Respo nsible 
Party  

Chief Espinosa 
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Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3J 

 Develop  performance standards for individual and company 
evolutions  

Performance Measure: 
 
Employees are observed performing 
within the scope of their training, 
scope of practice, and within rules 
and regulation. 

Critical Tasks: 
  

1. Identify individual and core 
competencies to measure. 

2. Change shift training culture to 
competency based performance.  

3. Monitor the program for results and 
modify/reinforce as needed. 

 

Importance:  Medium 

Timeline:  June 2010 

 
Lead/Responsible 
Party  
 

Chief Espinosa 

 

 

Strategic Goal 3:  Improve Employee Development and Internal Communications 

Objective 

3K 

Ensure that employees are performing within their  training, scope of 

practice, and rules and regulations  

Performance Measure: 
 
Employees are observed performing 
within the scope of their training, 
scope of practice, and within rules 
and regulation. 

Critical Tasks:  
1. Develop and implement a ‘Return to 

Service’ policy. 
2. Develop and implement an equipment 

‘In-Service Policy’ 
3. Monitor the program for results and 

modify/reinforce as needed 
 

Importance:  Medium 

Timeline:   June 2010 

Lead/Responsible 

Party  
Chief Espinosa 
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Strategic Goal 3 :  Improve Employee Development and Internal C ommunications 

Objective 

3L 

Develop adequate training facilities  

Performance Measure: 
 
A firefighter training facility will have 
been developed and currently 
utilized by personnel. 

Critical Tasks: 
 
1. Training Division will identify 

infrastructure needs. 
2. Fleet/Facilities Division will develop 

plans to achieve infrastructure needs. 
3. Identify/secure plans for funding. 
4. Acquire Legislative approval . 

Importance:  Medium 

Timeline:  June 2014 

 
Lead/Responsible 
Party  
 

Chief Romines 

 

 

Strategic Goal 3:  Improve Employee Development and Internal Communications 

Objective 

3M 

Provide training to all personnel on disaster plans and disaster 
response  

Performance Measure: 
 
Disaster plan and response training 
will have been provided to all staff. 
 

Critical Tasks: 
 

 
1. Develop disaster response plan. 
2. Develop training program that 

introduces all staff to the contents of 
the adopted disaster program and the 
district and individual roles within the 
plan. 

3. Develop training program to provide 
needed skills and information to 
accomplish the individual/company 
roles within the plan. 

4. Schedule training dates. 
5. Deliver training to all staff. 

 
 

Importance:  Medium 

Timeline: October 2012 

Lead/Responsible 
Party  

Chief Franz  
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Strategic Goal 4:   Improve Planning, Research and  Development, Asset  
   Management, and Financial Forecasting 

Objective 

4A 

Forecast projected revenues  

Performance Measure: 
 
Planning for service expansion, 
hiring forecasts, funding/levy efforts, 
operating budgets and infrastructure 
needs will have been forecasted out 
5-years and shared with all 
personnel. 
 

Critical Tasks: 
 

1. Plan a preliminary budget for the next 
5-years. 
 

Importance:   High 

Timeline:  
September 

2009 

Lead/Responsible 
Party  
 

Chief Romines 

 
 

Strategic Goal 4:   Improve Planning, Research and  Development, Asset  
   Management, and Financial Forecasting 

Objective 

4B 

Conduct an analysis of EMS Division needs  

Performance Measure: 
 
An EMS 5-year Master Plan will 
have been created. 
 
 
 

Critical Tasks: 
 
1. Define the scope of the EMS Division. 
2. Determine Division staffing needs. 
3. Determine job descriptions. 
4. Create a 5-year master plan based on 

department needs and available 
resources. 

5. Submit plan to Fire Chief for approval. 
 

Importance:  Medium 

Timeline:  June 2010 

Lead/Responsible 
Party  
 

Chief Jensen 
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Strategic Goal 4:   Improve Planning, Research and Development, Asset   
   Management, and Financial Forecasting 

Objective 

4C 

Identify and develop new IT technologies that will benefit the Fire 
District  

Performance Measure: 
 
Staff will be knowledgeable of new 
and upcoming technologies that may 
be beneficial to the operation of the 
district. 
 

Critical Tasks: 
 
1. Attend IT related trade shows to 

discover new technologies and identify 
trends. 

2. Join IT associations and think tanks. 
3. Research alternative IT resources. 
4. Develop video conferencing.  
 

Importance:  Medium 

Timeline:  Ongoing 

Lead/Responsible 
Party  
 

Lyle Stahnke 

 

Strategic Goal 4:   Improve Planning, Research and Development, Asset   
   Management, and Financial Forecasting 

Objective 

4D 

Develop and implement an IT Emergency Replacement and Reserve 
Program 

Performance Measure: 
 
A replacement schedule, emergency 
reserve program, upgrade schedule, 
and maintenance schedule will be 
developed. 
 

Critical Tasks: 
 
1. Determine and plan a routine 

replacement schedule for equipment 
and software. 

2. Determine and plan an emergency 
reserve program for IT assets. 

3. Determine and schedule updates for 
IT assets. 

4. Determine and implement an 
maintenance schedule for IT assets. 

 

Importance:  Medium 

Timeline:  March 2011 

Lead/Responsible 
Party 

Lyle Stahnke 
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Strategic Goal 4:   Improve Planning, Research and Development, Asset   
   Management, and Financial Forecasting 

Objective 

4E 

Develop reporting capabilities with exi sting data 

Performance Measure: 
 
Management reporting formats will 
have been identified and in place. 

Critical Tasks: 
 
1. Conduct interviews with Chiefs and 

Division leaders to identify data  and 
reporting capability needs. 

2. Develop management reporting 
systems and formats to meet the 
identified needs. 

 

Importance:  Medium 

Timeline:  March 2012 

Lead/Responsible 
Party  
 

Lyle Stahnke 

 

Strategic Goal 4:   Improve Planning, Research and Development, Asset   
   Management, and Financial Forecasting 

Objecti ve 

4F 

Complete a facility needs analysis and create a Facilities Plan 

Performance Measure: 
 
A needs analysis and facilities plan 
will have been created. 
 

Critical Tasks: 
 
1. Complete a needs analysis audit of 

each facility. 
2. Identify deficiencies and needs for all 

district facilities. 
3. Prioritize needs. 
4. Establish preferred strategies for 

meeting identified needs; including 
options for correcting/meeting needs 
with existing employees or 
contracting. 

5. Continuously monitor progress and 
update as needed. 

 

Importa nce: High 

Timeline: June  2010 

Lead/Responsible 
Party  

Chief Baskett 
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Strategic Goal 4:   Improve Planning, Research and Development, Asset   
   Management, and Financial Forecasting 

Objective 

4G 

Develop and implement a Fleet  Program 

Performance Measure: 
 
A fleet replacement program, 
complete with funding needs will be 
established. 
 

Critical Tasks: 
 
1. Conduct a needs analysis audit of 

each vehicle and needs of service 
delivery. 

2. Establish an Equipment Replacement 
and Reserve Program based on the 
audit. 

3. Identify/recommend options for 
funding needs: hiring, outside bid, or 
vendors. 

4. Acquire Legislative Body adoption of 
Program. 

 
 

 

Importance:  High 

Timeline:  June  2011 

Lead/Responsible 

Party  
Chief Baskett 

 

 

Strategic Goal 4:   Improve Planning, Research and  Development, Asset  
   Management, and Financial Forecasting 

Objective 

4H 

Develop a work management tracking system  

Performance Measure: 
 
A work tracking system will have 
been identified, created, and 
implemented. 
 

Critical Tasks: 
 
1. Determine what information is needed 

and how it will be captured. 
2. Develop input forms and implement 

the data collection system. 
3. Develop the reporting system. 
4. Provide training to affected staff on 

utilization of the system. 
 

 

 

 

 

Importance:  Medium 

Timelin e: June 2014 

Lead/Responsible 
Party  

Lyle Stahnke 
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Strategic Goal 4:   Improve Planning, Research and  Development, Asset  
   Management, and Financial Forecasting 

Objective 

4I 

Research and develop alternative sources of funding  

Performance Measure: 
 
A regular and ongoing review of 
funding sources will occur, 
applications will have been 
submitted for funding identified 
eligible programs. 

Critical Tasks: 
 
1. Research the availability, eligibility and 

requirements for Federal Grants 
(FEMA, SAFER, etc.). 

2. Research the availability, eligibility and 
requirements for Private Grants. 

3. Either hire or contract with a grant 
writer to submit identified grant 
applications. 

4. Explore options for enterprise 
opportunities. 

5. Acquire approval of recommendations 
from Legislative Body. 

 

 

Importance:  High 

Timeline:  Ongoing 

Lead/Responsible 
Party 

Kathy Hale 

 

Strategic Goal 4:   Improve Planning, Research and Development, Asset   
   Management, and Financial Forecasting 

Objective 

4J 

Accumulate and document the history of  Graham Fire & Rescue to 
preserve institutional memory.  

Performance Measure: 
 
A record of the history of the fire 
district will have been created, a 
system in place to add additional 
information of historical value, and 
artifacts will have been collected and 
preserved. 
 

Critical Tasks: 
 
1. Identify holders of historical 

information and artifacts. 
2. Create a document that contains the 

historical record of the District. 
3. Establish a process to ensure the 

historical record is maintained up to 
date. 

 

 

 

 

 

 

 

Import ance:  Low 

Timeline:  June  2011 

Lead/Responsible 
Party 

 BC Hannah 
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Strategic Goal 5:  Improve Fleet Maintenance Services 

Objective 

5A 

Research options for a Fleet Division Headquarters  

Performance Measure: 
 
A study will have been completed 
along with recommendations and 
submitted to the Fire Chief for 
consideration. 
 

Critical Tasks: 
 
1. Conduct a needs analysis of a fleet 

facility, including potential location(s), 
size/space, amenities, and 
technology. 

2. Identify and prioritize potential funding 
sources. 

3. Identify and analyze what best meets 
long-term needs, which considers 
potential consolidation, additional 
staff, our utilizing contract vendors. 

 

 

 

 

Importance:  Low 

Timeline:  March 2014 

Lead/Responsible 
Party  

Chief Baskett 

 

Strategic Goal 5: Improve Fleet Maintenance Services 

Objective 

5B 

Develop and implement an effective Fleet and Equipment 
Maintenance Records Management System  

Performance Measure: 
 
An effective RMS will have been 
developed and in place. 
 

Critical Tasks: 
 
1. Research record keeping 

requirements on the local, state and 
national levels. 

2. Research available electronic tracking 
systems. 

3. Determine associated costs for the 
RMS. 

4. Coordinate with IT to integrate a Fleet 
& Equipment RMS into the overall 
departmental RMS. 

5. Develop a training and implementation 
plan. 

6. Implement program, monitor and 
review. 
 

Importance:  Medium 

Timeline:  March 2011 

Lead/Responsible 
Party  

Chief Baskett 
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Strategic Goal 6:   Explore Changes in Governance 

Objective 

6A 

Submit to voters the option of a 5-member Board of Fire 
Commissioners 

Performance Measure: 
 
The question of a change to a 5-
member Board of Fire 
Commissioners will have been 
presented to the voters for action. 
 

Critical Tasks: 
 
1. Determine the best timing to submit 

the question of the make-up of the 
Board of Fire Commissioners to the 
voters of the District. 

2. Submit a ballot measure to the voters 
for consideration. 

3. If approved by the voters to transition 
to a 5-member Board of Fire 
Commissioners, proceed with the 
process for the election/appointment 
of additional Fire Commissioners. 

 
 
 

Importance: High 

Timeline:  
August or 
November of 
2009 

Lead/Responsible 
Party  

Legislative 
Body 
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Strategic Goal 6:   Explore  Changes in Governance 

Objective 

6B 

 

Research the opportunities and impacts of  mergers, consolidations, 
or fire authorities 

Performance Measure: 
 
A study will have been conducted 
and findings presented to the 
Legislative Body for consideration. 

Critical Tasks: 
 
1. Evaluate if  types of mergers, 

consolidations, or fire authorities 
would maintain or improve levels of 
service to the public at an equal or 
lower cost. 

2. Evaluate possible impacts to 
employees. 

3. Review other Fire District mergers, 
consolidations, or fire authorities as to 
advantages and disadvantages that 
they experienced. 

4. Determine if adjoining Fire Districts 
have an interest in a merger, 
consolidation, or fire authority. 

5. Determine the feasibility of 
consolidating individual functions that 
may benefit involved agencies. 

6. Prepare and deliver a report of 
findings to the for their consideration 
and direction. 

 

Importance:  High 

Timeline:  
December 

2010 

Lead/Responsible 
Party  

Chief Romines 
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