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Message from the Fire Chief
I am pleased to present the 2020-2025 Vista Fire Department strategic plan. This living document was
created by the members of the Vista Fire Department with input from the community that we serve. The
plan as presented lays a road map to guide us as we continue to evolve and change to match the dynamic
environment of fire and emergency services. As we strive to achieve the goals and tasks detailed within
this document, we do so with an understanding of the complexities of finite resources. It is with this
roadmap and the creative and innovative members of this organization that we will continue to provide
exceptional service to our customers.

Ned Vander Pol
Fire Chief

Introduction
The Vista Fire Department (VFD) provides an all-hazards approach in the protection of the lives and
property of the residents, businesses, and visitors of Vista, California. VFD is consistently working to
achieve and/or maintain the highest level of professionalism and efficiency on behalf of those it serves,
and thus, contracted with the Center for Public Safety Excellence (CPSE) to facilitate a method to
document the department’s path into the future via a “Community-Driven Strategic Plan.” The following
strategic plan was written in accordance with the guidelines set forth in the Commission on Fire
Accreditation (CFAI) Fire & Emergency Service Self-Assessment Manual 9th Ed. and is intended to guide
the organization within established parameters set forth by the authority having jurisdiction.
The CPSE utilized the community-driven strategic planning process to go beyond just the development
of a document. It challenged the department’s members to critically examine paradigms, values,
philosophies, beliefs and desires, and challenged individuals to work in the best interest of the “team.” It
further provided the department with an opportunity to participate in the development of their
organization’s long-term direction and focus. Members of the organization’s community and agency
stakeholders’ groups demonstrated a commitment to this important project and remain committed to
the document’s completion and plan execution.
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Organizational Background
Vista was founded in 1882 on lands that were once
Rancho Buena Vista and Rancho Guajome. Growth
and evolution continued as Vista incorporated in
1963 and became a charter city in 2007. Today, the
city’s many educational institutions, various
businesses,

and

residential

population

of

approximately 101,000 contribute to varied levels of
risk for which the fire department must consider
and assess.
The Vista Fire Department (VFD) genesis dates to 1928
with the creation of the Vista Volunteer Fire
Department. At that time, the department was staffed
with 17 personnel, including the fire chief. The volunteer
department grew to meet demand until 1945 when the
agency changed to a full-time, paid department. Present
day VFD provides services to the city and within the
Vista Fire Protection District from six stations staffed
with professional sworn and civilian personnel.
Through its commitment to the community, the Vista Fire Department embraces excellence, which is
evidenced by being an internationally accredited agency with an ISO Class 2 fire protection rating. The
VFD remains mission-focused while demonstrating its core values in the delivery of quality services to
all who live, work, and play within its coverage areas.
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Organizational Structure

Community-Driven Strategic Planning
For many successful organizations, the voice of the community drives their operations and charts the
course for their future. A community-driven emergency service organization is one that seeks to gather
and utilize the needs and expectations of its community in the development and/or improvement of the
services provided. To ensure that the community remains a focus of an organization’s direction, a
community-driven strategic planning process was used to develop this strategic plan.
A strategic plan is more than just a document. Rather, it is a living management tool that provides shortterm direction, builds a shared vision, documents goals and objectives, and optimizes the use of
resources. The development of the strategic plan challenges the department’s members to critically
examine paradigms, values, philosophies, beliefs, and desires. Effective strategic planning benefits from
a consistent and cohesively structured process employed across all levels of the organization. Planning is
a continuous process. While plans are developed on a regular basis, it is the process of planning that is
important, not the publication of the plan itself. Most importantly, strategic planning is an opportunity
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to unify the management, employees, and stakeholders through a common understanding of where the
organization is going, how everyone involved can work to that common purpose, and how progression
and success will be measured.

Community Stakeholders Work Session

The Community–Driven Strategic Planning Process Outline
1.

Define the programs provided to the community.

2.

Establish the community’s service program priorities and expectations of the organization.

3.

Identify any concerns the community may have about the organization, along with aspects of the
organization that the community views positively.

4.

Revisit the mission statement, giving careful attention to the services and programs currently
provided, and which logically can be provided in the future.

5.

Revisit the values of the organization’s membership.

6.

Identify the internal strengths and weaknesses of the organization.

7.

Identify areas of opportunity or potential threats to the organization.

8.

Identify the organization’s critical issues and service gaps.

9.

Determine strategic initiatives for organizational improvement.

10.

Establish a realistic goal and objectives for each initiative.

11.

Identify implementation tasks for the accomplishment of each objective.

12.

Determine the vision of the future.

13.

Develop organizational and community commitment to accomplishing the plan.
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Process and Acknowledgements
The Center for Public Safety Excellence (CPSE) acknowledges and thanks the community and agency
stakeholders for their participation and input into this community-driven strategic planning process.
The CPSE also recognizes Fire Chief Ned Vander Pol and the team of professionals that participated for
their leadership and commitment to this process.
The development of this strategic plan took place in December 2019, beginning with meetings hosted by
a representative from the CPSE for members of the community (as named in the following table). The
department identified community stakeholders to ensure broad representation. The community
stakeholders were comprised of some who reside or work within the Vista Fire Department’s coverage
area, and some who were recipients of VFD’s service(s).
Vista Fire Department’s Community Stakeholders
Dan Barron

Rachel Beld

Chris Bird

Mike Calderwood

Marissa Collins

John Conley

Jim Elliott

Jim Ellis

Karen Enciso

Dolores Gascon

Cheryl Graydon

Kevin Ham

Cindy Hawkes

Betsy Heightman

Christopher Herren

Stephanie Jackel

Yoshi Kondo

Herminia Ledesma

Keith McReynolds

Donna Meester

Ellen O’Connor

Rick Robinson

Chris Schoeneck

Phil Teyssier

Kathy Valdez

Community Stakeholders Work Session
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Community Group Findings
A key element of the Vista Fire Department’s organizational philosophy is having a high level of
commitment to the community, as well as recognizing the importance of community satisfaction. Thus,
the department invited community representatives to provide feedback on services provided by the
department. Respondents were asked to provide a prioritized perspective of the programs and services
provided by the department. Additionally, input was gathered during the meeting that revolved around
community expectations and concerns (prioritized), as well as positive and other comments about the
organization. Specific findings of the community stakeholders are provided in the appendix of this
document. The agency stakeholders utilized the
full feedback from the community stakeholders in
understanding the current challenges encountered
within

the

organization.

Additionally,

the

community stakeholders’ feedback provided a
process to ensure alignment with the work
completed on the organizational mission, values,
vision, and goals for improvement.

Community Stakeholders Work Session

Community Priorities

To best dedicate time, energy, and resources to services most desired by its community, the Vista Fire
Department needs to understand what the customers consider to be their priorities. With that, the
community stakeholders were asked to prioritize the programs offered by the department through a
process of direct comparison. The results were as follows:
Programs

Ranking

Score

Emergency Medical Services

1

179

Fire Suppression

2

161

Technical Rescue

3

137

Wildland Fire Services

4

133

Hazardous Materials Mitigation

5

95

Domestic Preparedness Planning and Response

6

66

Fire Prevention

7

60

Fire Investigation

8

41

Public Fire and Life Safety Education

9

28

See Appendix 1 for a complete list of the community findings including expectations, areas of concern,
positive feedback, and other thoughts and comments.
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Agency Stakeholder Group Findings
The agency stakeholder work sessions were conducted over three days. These sessions served to discuss
the organization’s approach to community-driven strategic planning, focusing on the agency’s mission,
values, core programs, and support services. Additionally, focus was given to the organization’s
perceived strengths, weaknesses, opportunities, and threats. The work sessions involved participation by
a stakeholder group that represented a broad cross-section of the agency, as named and pictured below.
Vista Fire Department’s Agency Stakeholders
Thomas Allen

Chris Arens

Firefighter/Paramedic

Firefighter/Paramedic

Joe Denhalter

Mike Easterling

Brian Gregson

Brendan Hammes

Firefighter/Paramedic
Battalion Chief

Mike McFadden

Deputy Chief
Captain

Danielle Pearson

Fire Inspector

Emergency Services
Officer

Joel Stangeland

Miles Sweeney

Captain

Captain

Matt Botz

Diane Collier

David Cortez

Mark Gaffney

Justin Golden

Cynthia Graciano

Justin Hennen

Eric Kilpatrick

Bryon Lamorandier

Abel Santana

Jeff Schroeder

Josh Spann

Craig Usher

Ned Vander Pol, CFO

Steve Wecklich

Captain

Firefighter/Paramedic
Firefighter/Paramedic
Engineer

Deputy Chief

Agency Stakeholders
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Battalion Chief
Captain
Captain

Battalion Chief
Fire Chief

Engineer

Management Analyst

Firefighter/Paramedic
Engineer
Captain

Mission
The mission provides an internal aspect of the existence of an organization and, to a degree, an
empowering consideration for all department members. The purpose of the mission is to answer the
questions:
•

Who are we?

•

Why do we exist?

•

What do we do?

•

Why do we do it?

•

For whom?

A workgroup met to revisit the existing mission and, after ensuring it answered the questions, the
following mission statement was created, discussed, and accepted by the entire group:

The Vista Fire Department is committed to
serving our community with pride in professionalism.

Agency Stakeholders Work Session
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Values
Values embraced by all members of an organization are extremely important, as they recognize the
features that make up the personality and culture of the organization. A workgroup met to revisit the
existing values and proposed a revision that was discussed, enhanced further, and agreed upon by the
entire group:
We understand that the success of the Vista Fire Department is dependent on our exceptional
customer service, which is achieved through these core values:

Wellness – Integrity – Professionalism – Unity – Leadership –
Performance Excellence
We are committed to the safety and wellness of our organization and community through education,
training, and fitness.
We act with integrity in all aspects of our organization and the community we serve by committing
to the highest ethical and moral standards.
We value professionalism and take pride in honorably serving our community with respect, trust,
and empathy.
We embrace unity in our organization by fostering open lines of communication that recognize
teamwork and the diversity of our personnel and the community.
We value leadership in our department, in our profession, and in the community we serve. We are
committed to a knowledgeable, innovative, and fiscally responsible organization.
We strive for performance excellence in all aspects of our profession through training, education, and
experience.
The mission and values are the foundation of this organization. Thus, every effort will be made to keep
these current and meaningful so that the individuals who make up the Vista Fire Department are guided
by them in the accomplishment of the goals, objectives, and day-to-day tasks.
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Programs and Services
To ensure a deeper focus exists in determining issues and gaps within an organization, there must be a
delineation between core programs and supporting services. Core programs are those core deliverables
provided by the department. Supporting services are all of the internal and external programs and
services that help the VFD deliver its core programs.
The importance of understanding the difference is that issues and gaps may exist in core programs or
supporting services, and the department’s strategic approach may bring forth different considerations
for improvement. Additionally, supporting services may be internal or external to the organization and
requires understanding how the difference impacts their location within the analysis of strengths,
weaknesses, opportunities, and threats if identified. Finally, it is important that the agency stakeholders
understand that delivery of the identified core programs is supported by various local, state, and national
services.
Through a facilitated brainstorming session, the agency
stakeholders agreed upon the core programs provided to the
community, as well as many of the supporting services that
support the programs.

SWOT Analysis
Through

a

SWOT

analysis

(strengths,

weaknesses,

opportunities, and threats), an organization candidly identifies
its positive and negative attributes. The SWOT analysis also
provides an opportunity for an organization to evaluate its
operating environment for areas in which it can capitalize, as
well as those that pose a danger. Agency stakeholders
participated in this activity to record VFD’s strengths and
weaknesses, as well as the possible opportunities and potential
threats. Information gathered through this analysis provides
guidance toward the larger issues and gaps that exist within the
agency. The information gleaned will assist the agency in finding
its broader critical issues and service gaps.
Appendix 2 consists of the SWOT data and analysis collected by
the agency stakeholders.
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Agency Stakeholders Work Sessions

Critical Issues and Service Gaps
Following the identification and review of the department’s SWOT, two separate groups of agency
stakeholders met to identify themes as primary critical issues and service gaps (found in Appendix 3).
The critical issues and services gaps identified by the stakeholders provide further guidance toward the
identification of strategic initiatives, which will ultimately lend direction for the development of goals,
objectives, critical tasks, and timelines.

Agency Stakeholders Work Session

Strategic Initiatives
Based upon all previously captured information and the determination of critical issues and service gaps,
the following strategic initiatives were identified as the foundation for the development of goals and
objectives.
Vista Fire Department’s Strategic Initiatives
Fire Prevention

Physical Resources

Succession Planning

Service Delivery

Wellness

Training Proficiency
Communication

Goals and Objectives
To continuously achieve the mission of the Vista Fire Department, realistic goals and objectives with
timelines for completion must be established. These will serve to enhance strengths, address identified
weaknesses, provide a clear direction, and address the concerns of the community. These should become
a focus of the department’s efforts, as they will direct the organization to its desired future while reducing
the obstacles and distractions along the way. Leadership-established workgroups should meet and
manage progress toward accomplishing these goals and objectives and adjust timelines as needs and the
environment change. Regular reports of progress and changes should be shared with the VFD’s
leadership.
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Goal 1
Objective 1A
Timeframe

Critical Tasks

Funding
Estimate

Objective 1B
Timeframe

Critical Tasks

Funding
Estimate

Objective 1C
Timeframe

Critical Tasks

Funding
Estimate

Develop a comprehensive fire prevention bureau that encompasses fire
investigation, safety inspections, and public education to ensure customer safety.
Assess the current fire prevention bureau program to determine gaps relative to
the intent of the goal.

9 months
Assigned to:
• Assemble a committee to conduct the assessment of the fire prevention bureau relative to
the intent.
• Collect and analyze current workload data including fire investigations, safety inspections,
and public education.
• Perform a comparative survey of surrounding four North Zone agencies relative to the
analysis.
• Analyze data collected and compile results.
• Prepare a report which identifies mandates.
• Present a report with recommendations on all findings to the leadership team for further
consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Conduct a needs assessment of the organization’s fire prevention bureau and its
related customer service.

9 months
Assigned to:
• Research industry best practices and national standards for the associated bureau
deliverables.
• Develop benchmark objectives based on local needs and analysis of research.
• Conduct the needs assessment to identify gaps.
• Create a recommendation and prioritization list for the developed goals.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Enhance the fire inspection program by including identified improvements from
report findings.
12 months
Assigned to:
• Evaluate similar-sized fire prevention bureaus’ programs.
• Evaluate budgetary needs for current and future needs.
• Create a plan to administer a high-quality fire inspection program based on budgetary
availability.
• Evaluate electronic programs to increase staff efficiency.
• Present plan to administrative staff for consideration.
• Provide training for new program at all levels of the organization.
• Implement new inspection program in phases as supported by budgetary availability.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 1D
Timeframe

Critical Tasks

Funding
Estimate

Objective 1E
Timeframe

Critical Tasks

Funding
Estimate

Objective 1G
Timeframe

Critical Tasks

Funding
Estimate

Improve the safety inspection frequency based upon national standards or
industry best practices identified in the report.
9 months
Assigned to:
• Evaluate available data to determine the number of businesses in the city and district.
• Prepare a summary report for administrative staff to evaluate program details.
• Create a master list of mandated inspections.
• Create a master calendar to maintain inspection frequency compliance.
• Develop a training plan for all members involved in inspections.
• Provide training for all members involved in inspections.
• Implement new inspection program.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Create a comprehensive and contemporary public education program.
18 months
Assigned to:
• Evaluate available education programs.
• Evaluate program needs based on historical data.
• Develop program budgetary needs for consideration.
• Develop a staffing model for various types of events.
• Prepare a report for review by administrative staff.
• Assign personnel to complete goals.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Develop a budget for the fire prevention bureau based on needs assessment and
other analyses.

1 year
Assigned to:
• Identify the current budget allocated for the fire prevention bureau.
• Compare the cost of needs versus the current budget, including revenue potential.
• Liaison with the budget manager.
• Determine all possible funding mechanisms.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 1H
Timeframe

Critical Tasks

Funding
Estimate

Develop and implement enhancements into the organization.

1 year
Assigned to:
• Prioritize goals based on budget allocation.
• Develop the new program based on the budget and other information as directed.
• Create an implementation plan.
• Develop a staffing model for the new program.
• Develop any training curricula needed.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Assign individuals to complete program goals.
• Conduct any needed training.
• Implement the final approved plan.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Objective 1I

Re-assess the program to ensure goal compliance.

Timeframe

Ongoing
Assigned to:
• Collect and analyze the information gathered previously regarding fire investigations,
safety inspections, and public education.
• Conduct an analysis of the current delivery compared to the proposed outcomes to
determine gaps.
• Develop adjustments or revisions to the program to overcome the gaps.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• As directed, make adjustments and revisions to the program based on findings.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Critical Tasks

Funding
Estimate
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Goal 2
Objective 2A
Timeframe

Critical Tasks

Funding
Estimate

Objective 2B
Timeframe

Critical Tasks

Funding
Estimate

Ensure the department has appropriate facilities, apparatus, and equipment to
meet the evolving needs of our community presently and in the future.
Understand the coverage needs of the department and the optimal deployment
configuration.

6 months, ongoing
Assigned to:
• Review the CRA-SOC study to understand the current deployment of resources used by
the department.
• Use the study results to determine any physical resource needs.
• Prioritize the physical resource needs identified.
• Identify any potential funding sources to maintain, repair, and purchase any needed future
resources.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Conduct a re-evaluation of this process annually and report future findings.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Using the information gathered from the CRA-SOC, plan, assess, and determine
the current and future facility needs of the department.

1 year, ongoing
Assigned to:
• Assess the current and projected needs for maintenance and longevity.
• Create a prioritized needs list.
• Develop a facilities maintenance plan for ensuring longevity and improvement for current
and future needs, based on the prioritized order.
• Identify any potential sources for funding to support and implement the identified needs
and resolution.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Implement the plan to accomplish approved changes.
• Conduct a re-evaluation of this process in line with the budget process and report future
findings.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 2C
Timeframe

Critical Tasks

Funding
Estimate

Objective 2D
Timeframe

Critical Tasks

Funding
Estimate

Using the information gathered from the CRA-SOC, plan, assess, and determine
the current and future apparatus needs of the department.
1 year, ongoing
Assigned to:
• Assess the current and projected apparatus based on current resources and future needs.
• Develop an updated apparatus maintenance plan including repairs, apparatus longevity,
improvement budget, and future apparatus needs.
• Determine the costs and potential funding sources for the apparatus maintenance plan.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Implement the plan to accomplish approved changes.
• Conduct a re-evaluation of this process in line with the budget process annually and
report future findings.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Using the information gathered from the CRA-SOC, plan, assess, and determine
the current and future equipment needs of the department.

1 year, ongoing
Assigned to:
• Assess all current and projected equipment needs for maintenance and longevity.
• Create a prioritized needs list.
• Develop an equipment maintenance plan, evaluating longevity, improvement, and future
needs in a prioritized order.
• Identify any potential sources for funding to support and implement the identified needs
and resolution.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Implement the plan to accomplish approved changes.
• Conduct a re-evaluation of this process in line with the budget process annually and
report future findings.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Goal 3
Objective 3A
Timeframe

Critical Tasks

Funding
Estimate

Prioritize and enhance the wellness culture to improve the mental and physical
performance of the individual and the organization.
Assess and identify the current state of the wellness program of the Vista Fire
Department to create baseline information for improvement.

9 months
Assigned to:
• Establish a committee that is determined through the Labor Management Alliance.
• Create an anonymous survey for determining the effectiveness of the current wellness
program.
• Create a baseline voluntary self-assessment survey for physical and mental health that can
be measured again in the future.
• Assess utilization and content of current programs.
• Capture data for current workers’ compensation and sick leave usage.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Objective 3B

Analyze and identify the current and future needs of the wellness program.

Timeframe

1 year
Assigned to:
• Gather surveys from Objective 3A.
• Summarize findings in a document created by the wellness committee.
• Share the document with the entire department.
• Request feedback for any other issues or findings previously missed.
• Interpret new findings and feedback.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Create a final document that will drive program development.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Critical Tasks

Funding
Estimate

Objective 3C
Timeframe

Critical Tasks

Funding
Estimate

Develop a plan for improvement based on all acquired information.

1 year
Assigned to:
• Create individual wellness goals.
• Prioritize wellness goals.
• Determine if current programs meet the needs of wellness goals established.
• Investigate new program options to fulfill wellness goals.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Create a plan for budget purposes and implementation.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 3D
Timeframe

Critical Tasks

Funding
Estimate

Objective 3E
Timeframe

Critical Tasks

Funding
Estimate

Objective 3F
Timeframe

Critical Tasks

Funding
Estimate

Prioritize wellness budget to adhere to previously assessed needs.

1 year
Assigned to:
• Identify money available for the wellness program in the current budget.
• Determine costs of individual programs identified.
• Compare the costs of programs to the current budget.
• Determine the need for a potential budget increase or other funding sources, based on new
or existing programs.
• Assign one member of the wellness committee to be the budget/grant person.
• Ensure the budget/grant person coordinates with the management analyst to obtain
wellness-specific grants and budget assistance.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Implement a plan for training and education.

2 years
Assigned to:
• Prioritize wellness goals based on budget allocation.
• Create a final plan with prioritized goals that are fully budgeted.
• Submit a final plan for approval through channels.
• Assign individual wellness members to complete and coordinate wellness goals and
programs.
• Coordinate with the training division to implement wellness programs into the training
schedule.
• Implement the final approved plan.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Re-evaluate individuals’ mental and physical wellness through standardized surveys.

1 year, ongoing
Assigned to:
• Send out surveys to determine wellness program effectiveness.
• Utilize the baseline self-assessment survey mental and physical wellness.
• Compile results in a wellness document.
• Conduct a comparative analysis of the new wellness document to the baseline document
to determine program effectiveness.
• Recapture data for current workers’ compensation and sick leave usage.
• Correlate baseline workers’ compensation and sick leave usage to the effectiveness of
wellness program changes.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Make adjustments to the program and continue the processes outlined in 3B for further
improvement.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Goal 4
Objective 4A
Timeframe

Critical Tasks

Funding
Estimate

Objective 4B
Timeframe

Critical Tasks

Funding
Estimate

Enhance the department’s training program that supports all employees in their
professional development.
Assess all current training expenditures and allocations to evaluate effectiveness.

9 months, ongoing
Assigned to:
• Determine the approximate cost for first-year firefighters to obtain departmental
requirements through budgetary analysis.
• Determine the approximate cost for second-year firefighters to obtain departmental
requirements through budgetary analysis.
• Determine all ongoing and re-occurring training expenses, such as Blue Card, San Marcos
tower, Target Solutions, materials, etc.
• Identify both internal and external funding sources currently used to support training.
• Gather any other pertinent data.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Identify individual professional needs in terms of certifications, fire service, and
higher education.

9 months, ongoing
Assigned to:
• Survey all employees for current certifications, education, and other pertinent information
needed.
• Determine the individual goals for each employee for the next two to five years.
• Analyze all data to prioritize the training needs.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Objective 4C

Create and implement a plan for professional development.

Timeframe

1 year
Assigned to:
• Format the annual training plan based on the assessed needs and as directed.
• Disseminate the revised training plan to all members through the city email system.
• Gather feedback from the disseminated information.
• Evaluate the feedback from the dissemination.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Based on the feedback and as directed, adjust the plan and implement the change,
monitoring for additional revision needs.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Critical Tasks

Funding
Estimate
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Objective 4D
Timeframe

Critical Tasks

Funding
Estimate

Ensure the training program supports the developed succession plan.

1 year
Assigned to:
• Forecast the future departmental needs to align with the developed and adopted
succession plan.
• Prepare and present a report, with recommendations on all findings, to the leadership
team for further consideration and direction.
• As directed, create an interest list for departmental instruction.
• Assign and pair instructions appropriately.
• Monitor the changes for additional revision needs.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Objective 4E

Assure performance excellence through practical application and mentorship.

Timeframe

6 months, ongoing
Assigned to:
• Evaluate other like-size and scope departments’ proficiency standards to determine goals.
• Determine evaluation intervals (monthly, quarterly, annually) to meet the department
needs and standards.
• Perform proficiency drills to meet the department standards and monitor for any needed
revisions.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Critical Tasks

Funding
Estimate

Agency Stakeholders Work Session
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Goal 5
Objective 5A
Timeframe

Critical Tasks

Funding
Estimate

Objective 5B
Timeframe

Critical Tasks

Funding
Estimate

Develop an ongoing process of anticipating the needs of the department as it
pertains to personnel development and growth to ensure continuity of operations
at all levels.
Identify potential future openings based on anticipated retirements and growth.
6 month
Assigned to:
• Conduct annual polling of the department for anticipated retirements or separation.
• Document the anticipated openings based on the time of service.
• Document the anticipated future promotions based on possible separations.
• Consider department growth based on changes to service delivery.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Identify the needed development in training, education, and experience to ensure
the continuous development of personnel.
1 year
Assigned to:
• Develop an updated list of certifications and education held by personnel.
• Develop a current list of required classes, certifications, and education for each position.
• Communicate with human resources to update the list/Target Solutions with
requirements.
• Complete a needs assessment report and prioritize the findings.
• Identify other opportunities for professional growth including, but not limited to, the
National Fire Academy, involvement in local, regional, and state committees, and
educational opportunities.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 5C
Timeframe

Critical Tasks

Funding
Estimate

Develop succession strategies to prepare personnel for professional growth and
promotional opportunities.
Ongoing
Assigned to:
• Utilize the results from Objectives 5B and 5C to develop personnel to meet the anticipated
needs of the organization.
• Utilize the existing succession planning committee to determine the most beneficial
strategies for employee development, i.e., mentors, task books, shadow program, CPO,
and an executive development program.
• Use stakeholders to develop programs based on strengths and weaknesses.
• Analyze the financial cost associated with programs and certifications.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Complete the final development as directed.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Objective 5D

Implement succession strategies to the organization.

Timeframe

1 year, ongoing
Assigned to:
• Make information available on a shared platform, such as Target Solutions or Google
Docs, which are used by the organization.
• Allow for adequate notice to complete minimum requirements.
• Inform, educate, and empower stakeholders’ participation in the deployment of succession
strategies.
• Monitor the deployment for any needed revisions.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Critical Tasks

Funding
Estimate

Objective 5E
Timeframe

Critical Tasks

Funding
Estimate

Evaluate the results from the implemented strategies to make appropriate
adjustments to the strategies.

1 year, ongoing
Assigned to:
• Track and gather input from stakeholders and participants to evaluate the effectiveness of
the newly implemented programs and strategies.
• Create and deploy a satisfaction survey.
• Analyze the results of the satisfaction survey.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Make changes as directed.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Goal 6
Objective 6A
Timeframe

Critical Tasks

Funding
Estimate

Objective 6B
Timeframe

Critical Tasks

Funding
Estimate

Provide timely and efficient services to a growing and dynamic population to
ensure the safety of our community.
Evaluate VFD’s levels of services to determine if they meet the current and future
needs of the community.

1 year
Assigned to:
• Develop a survey for fire personnel to determine any service delivery needs.
• Identify what constitutes efficient and timely service delivery, based on established
standards.
• Gather community input to determine service needs, utilizing the nine criteria from the
strategic plan.
• Use data from current services provided, including the CRA-SOC.
• Determine any potential future growth and construction, including buildings with servicelimiting factors.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Identify areas for improvement to address deficiencies or opportunities for
improved service delivery.

1 year
Assigned to:
• Identify variances between collected data of industry standards and what is relevant to the
community.
• Compare the current data to industry standards from NIOSH, NFPA, AHA, State Fire
Marshal, ISO, CPSE, and others as identified.
• Analyze the cost-effectiveness of the current delivery model versus the standards.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 6C
Timeframe

Critical Tasks

Funding
Estimate

Objective 6D
Timeframe

Critical Tasks

Funding
Estimate

Objective 6E
Timeframe

Critical Tasks

Funding
Estimate

Involve stakeholders to develop a plan for implementation.

1 year
Assigned to:
• Develop and use a customer service, online survey.
• Identify the pertinent stakeholders to survey.
• Present deficiencies and opportunities to the stakeholders with subject matter experts.
• Determine the financial cost for delivery needs identified.
• Identify financial options to support changing service needs, such as grants, taxes, fees,
staffing model, etc.
• Identify equipment needs, such as vehicles, tools, lighting, and medical equipment.
• Identify training needs based on classes, time, subject matter experts, personnel type, and
staffing.
• Identify the timeframe for re-assessment and analyzing effectiveness.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Develop and/or finalize the plan for change, as directed.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Implement service model changes with appropriate equipment and training.
2 years
Assigned to:
• Acquire personnel to fulfill staffing needs for service delivery.
• Acquire equipment to train on for the new service model.
• Develop a training plan to implement the new service delivery, based on time and
efficiency.
• Deliver the training model to all personnel.
• Evaluate the effectiveness of the training and equipment as outlined in the plan.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Analyze the changes to the service delivery model to ensure timely and efficient
services are provided to the community and adjust as needed.

2 years, ongoing
Assigned to:
• Develop an oversight process person or committee to evaluate the effectiveness of service
delivery.
• Re-evaluate the delivery of services to ensure they continually meet the goal by collecting
contemporary data.
• Determine any deficiencies based on the evaluation of the new data.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Form a service-delivery committee to meet annually and review the process to identify any
gaps in service delivery.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Improve internal and external communications to have a well-informed and
transparent department.
Objective 7A Identify internal communication roadblock, pathways, and practices.
Goal 7

Timeframe

Critical Tasks

Funding
Estimate

Objective 7B
Timeframe

Critical Tasks

Funding
Estimate

6 months
Assigned to:
• Create a committee to identify successful internal communication pathways and reoccurring roadblocks.
• Solicit input from department members.
• Develop solutions from the input received.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Identify external communication roadblock, pathways, and practices.

9 months
Assigned to:
• Create a committee to identify successful external communication pathways and reoccurring roadblocks.
• Solicit input from other city departments.
• Solicit input from other agencies.
• Develop solutions from the input received.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Objective 7C
Timeframe

Critical Tasks

Funding
Estimate

Objective 7D
Timeframe

Critical Tasks

Funding
Estimate

Develop and implement new communication tactics and strategies.

6 months
Assigned to:
• Develop communication tactics and strategies based on the findings.
• Seek and secure any funding needed for success.
• Conduct training, as needed, on the new tactics and strategies.
• Incrementally phase in the communication tactics and strategies, including any new
technology.
• Evaluate the effectiveness of the initial training.
• Conduct the full implementation of communication tactics and strategies, as feasible and
recommended.
• Monitor for any revisions needed.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:

Develop an evaluation approach to measure the transparency and dissemination
of the implemented communication tactics and strategies.

6 month, ongoing
Assigned to:
• Develop a survey instrument for internal use.
• Develop a survey instrument for external use.
• Conduct both surveys to evaluate the effectiveness of the implemented communication
tactics and strategies.
• Gather and analyze the data.
• Prepare and present a report with recommendations on all findings to the leadership team
for further consideration and direction.
• Conduct any revisions as directed and monitor for any identified challenges.
Capital Costs:
Consumable Costs:
Personnel Costs:
Contract Services Costs:
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Vision
On the final day of the process, the CPSE presented a strategic plan
vision of where the organization will be in the future if the strategic
plan is accomplished. This is not to override the department’s global
vision but rather, to confirm the futurity of the work that was

“Vision is knowing who you
are, where you’re going, and
what will guide your journey”

designed by the agency stakeholders. This vision is intended as a
target of excellence to strive toward and provides a basis for its goals and objectives.

Ken Blanchard

Vista Fire Department’s 2025 Vision
is to continue to be known as an internationally accredited, mission-focused organization that
continuously strives for excellence. We will always commit to personify our values as we serve our
community.
Our futurity will ensure we focus on the wellness of our members to provide a healthy workforce
that is effective while being innovatively recruited, trained, and developed to answer any challenge.
We will strive for greater effectiveness as a department by managing our physical resources and
service delivery to provide a quality return for the people of Vista. We will realize true efficacies as
we enhance our prevention delivery and build new ways to communicate. All the while, we will
remain good stewards of what we are entrusted.
We will remain dedicated to being the best in all we do while holding each other accountable for
accomplishing our goals and making this vision our reality.

Performance Measurement
To assess and ensure that an organization is delivering
on the promises made in its strategic plan, the
organization’s leaders must determine performance
measures for which they are fully accountable. As output
measurement can be challenging, the organization must
focus on the assessment of progress toward achieving
improved output. Organizations must further be
prepared to revisit and revise their goals, objectives, and

Tips for Institutionalization
1. Communicate to all levels, even during
onboarding.
2. Get all levels involved in the
implementation and tap their creativity.
3. Empower all leaders and let them go.
4. Maintain accountability.
5. Report progress regularly for all to see.

performance measures to keep up with accomplishments and environmental changes.
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To establish that the department’s strategic plan is achieving results, performance measurement data will
be implemented and integrated as part of the plan. An integrated process, known as “Managing for
Results,” will be utilized, which is based upon:
•

The identification of strategic goals and objectives;

•

The determination of resources necessary to achieve them;

•

The analyzing and evaluation of performance data; and

•

The use of that data to drive continuous improvement in the organization.

A “family of measures” typically utilized to indicate and measure performance includes:
• Inputs - Value of resource used to produce an output.
• Outputs – Quantifiable units produced which are activity-oriented and measurable.
• Efficiency - Inputs used per output (or outputs per input).
• Service Quality - The degree to which customers are satisfied with a program, or how accurately
or timely a service is provided.
• Outcome - Qualitative consequences associated with a program/service; i.e., the ultimate benefit
to the customer. Focused on the “why” of providing a service.

The Success of the Strategic Plan
The department has approached its desire to develop and implement a strategic plan by asking for and
receiving input from the community and members of the organization during the development stage of
the planning process. To assist in the development of this plan, the department used professional
guidance to conduct a community-driven strategic planning process. The success of this strategic plan
will not depend upon the implementation of the goals and their related objectives, but from support
received from the authority having jurisdiction, the members of the organization, and the communityat-large.
Provided the community-driven strategic planning process is kept dynamic and supported by effective
leadership and active participation, it will be a considerable opportunity to unify agency and community
stakeholders. This can be accomplished through a jointly developed understanding of organizational
direction, focusing on all vested parties working to achieve the mission, goals, and vision. Further
consideration must be made on how the organization will measure and be accountable for its progress
and successes. 1
1

Matthews (2005). Strategic Planning and Management for Library Managers
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Glossary of Terms, Acronyms, and Initialisms
Accreditation

A process by which an association or agency evaluates and recognizes a program of
study or an institution as meeting certain predetermined standards or qualifications.
It applies only to institutions or agencies and their programs of study or their services.
Accreditation ensures a basic level of quality in the services received from an agency.

AFG

Assistance to Firefighters Grant

AHA

American Heart Association

CERT

Community Emergency Response Team

CFAI

Commission on Fire Accreditation International

CPR

Cardiopulmonary Resuscitation

CRA-SOC

Community Risk Assessment – Standards of Cover

CPSE

Center for Public Safety Excellence

Customer(s)

The person or group who establishes the requirement of a process and receives or uses
the outputs of that process; or the person or entity directly served by the department
or agency.

Efficiency

A performance indication where inputs are measured per unit of output (or vice
versa).

EMS

Emergency Medical Services

EMT

Emergency Medical Technician

Environment

Circumstances and conditions that interact with and affect an organization. These can
include economic, political, cultural, and physical conditions inside or outside the
boundaries of the organization.

ePCR

Electronic Patient Care Report

GIS

Geographic Information System

GPS

Global Positioning System

Input

A performance indication where the value of resources is used to produce an output.

JAC

Joint Apprentice Committee

MDC

Mobile Data Computer

Mission

An enduring statement of purpose; the organization's reason for existence. Describes
what the organization does, for whom it does it, and how it does it.

NFPA

National Fire Protection Association

NIOSH

National Institute for Occupational Safety and Health

Outcome

A performance indication where qualitative consequences are associated with a
program/service; i.e., the ultimate benefit to the customer.
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Output

A performance indication where a quality or number of units produced is identified.

PERS

Public Employees’ Retirement System

RCFE

Residential Care Facilities for the Elderly

SCORM

Sharable Content Object Reference Model

SD

San Diego

SNF

Skilled Nursing Facility

Stakeholder

Any person, group, or organization that can place a claim on, or influence the
organization's resources or outputs, is affected by those outputs, or has an interest in
or expectation of the organization.

Strategic Goal

A broad target that defines how the agency will carry out its mission over a specific
period of time. An aim. The final result of an action. Something to accomplish in
assisting the agency to move forward.

Strategic
Objective

A specific, measurable accomplishment required to realize the successful
completion of a strategic goal.

Strategic Plan

A long-range planning document that defines the mission of the agency and broadly
identifies how it will be accomplished, and that provides the framework for more
detailed annual and operational plans.

Strategic
Planning

The continuous and systematic process whereby guiding members of an organization
make decisions about its future, develop procedures and operations to achieve that
future, and determine how success is to be measured.

Strategy

A description of how a strategic objective will be achieved. A possibility. A plan or
methodology for achieving a goal.

SWOT

Strengths, Weaknesses, Opportunities and Threats.

VFD

Vista Fire Department

Vision

An idealized view of a desirable and potentially achievable future state - where or what
an organization would like to be in the future.

WUI

Wildland Urban Interface
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Appendix 1
Community Expectations
Understanding what the community expects of its fire service organization is critically important to
developing a long-range perspective. With this knowledge, internal emphasis may need to be changed
or bolstered to fulfill the community's needs.
Respondents were asked to list, in priority order, up to five subjects relative to the expectations they have
for the Vista Fire Department. Responses were then analyzed for themes and weighted. The weighting
of the prioritized responses was as follows: if it was the respondent’s first entry, then it received five
weighted points. Weighting gradually decreased so that if it was the respondent’s fifth entry, then it
received one weighted point. The weighted themes were then sorted from the highest cumulative weight
to the lowest cumulative weight and listed below. The numbers in the parentheses are the cumulative
weighted value that correlated with the theme identified. While the themes are listed in prioritized,
weighted order, all responses were important in the planning process. The following are the expectation
responses of the community stakeholders:
Community Expectations of the Vista Fire Department
(in priority order)
1. Quick response time in emergency situations, regarding fires. Quick response times in emergency
situations regarding medical situations. Respond in a timely manner when called for service. Rapid
response when we call for help. Response time. Timeliness - show up quickly. Timely response to 911
calls. Low response times for critical calls. (88)
2. Effective intervention - fire suppression. Effective intervention for medical calls - either resolved in
the home or transported. Improved patient outcome. Decrease in property loss due to fire. Quality
medical care. Provide broad community services - meet as many needs as possible. (47)
3. Complete and continuing training so you're always top of your form. Have appropriate training.
Well-trained staff that can assess and treat patients successfully - includes attitude and respectfulness
of staff. Well-trained staff. (42)
4. Customer service. A high degree of customer service - going above and beyond. Exceptional
customer service. Provide customer service that promotes competency and positive outcomes. (19)
5. Fire prevention education for greater community compliance. Fire prevention education.
Community education/communication. (15)
6. Professionalism and knowledge. Calm and professional under pressure. Professionalism.
Professional employees. (12)
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7. Ability to communicate with/relate to all in our city. Communication of hazardous conditions for
wildfires, and outbreaks that take place, as fast as possible. Honest, transparent communications to
sustain/strengthen relationships. (10)
8. Keep a cooperative relationship with neighboring agencies. Agency support - auto/mutual aid,
raining, staffing, peer support. (10)
9. Placement of affordable/reasonable codes for construction of residential and commercial buildings.
Assistance in understanding federal, state, and city ordinance codes to comply with mandatory
requirements. (9)
10. Ability to fight wildfires with proper equipment. Have the right equipment/tools/resources. Fleet that
is well-maintained and always ready/functional. State-of-the-art equipment. (9)
11. Help the community prevent fire incidents. Provide top-level inspection and fire prevention services
to the entire service area, including the fire district boundaries. (8)
12. Have an active and effective community outreach program. Participate in community events.
Provide community outreach. (7)
13. Ability to fight wildfires with appropriate staffing. Maintain a staff/team of experienced and qualified
professionals. Sufficient facilities and staff. (6)
14. Transparency. Be transparent in all aspects of the operation. (6)
15. Present a positive image/reputation in the community/region. Community impact - how they treat
others - respectful. (5)
16. Meet or exceed the standards of cover goals for fire and EMS in the entire service area, including the
fire district boundaries. (5)
17. Fiduciary responsibility. Cost-effective. (5)
18. Accessibility - across varied communities - seniors, Spanish speakers, etc. (5)
19. Be willing to adapt/change to be a modern and contemporary fire agency - don't be stuck with doing
things the same. (5)
20. Highly skilled. (4)
21. Integrity. (4)
22. Each crew regardless of station have an understanding of RCFE regulations. (4)
23. Available to answer questions by phone regarding building permit issues. (4)
24. Concern for pet safety as much as people's safety. (3)
25. Create fire services that allow homeowners to have the lowest fire insurance cost possible. (3)
26. First aid - life-saving measures. (3)
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27. Buildings and facilities in the community inspected to ensure compliance. (3)
28. Healthy internal relations between the city/management/union. Community partner/relationships.
(3)
29. If the fire sprinkler system needs to be shut off for construction work, then the fire department will
be responsive in a timely manner. (3)
30. Be leaders locally and regionally. Be a community leader and partner. (3)
31. Kind and compassionate staff. (3)
32. Disaster recovery - more high-rises in Vista - are we equipped to handle emergencies in these
buildings? (2)
33. If doing plan checking, do it quickly and return any plan check comments in a clear manner. (2)
34. Expect that staff will respect homes when inside (EMS). (2)
35. Use data and metrics to improve efficiency. (2)
36. Help shape policies for better fire prevention in development. (1)
37. Keep up with technology to enhance current services. (1)
38. Patient. (1)
39. Diversity - community representation. (1)

Community Stakeholders Work Session
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Areas of Community Concern
The planning process would be incomplete without an expression from the community stakeholders
regarding concerns about the organization. Some areas of concern may, in fact, be a weakness within the
delivery system, while some weaknesses may also be misperceptions based upon a lack of information,
understanding, or incorrect information.
Respondents were asked to list, in priority order, up to five concerns they have about or for the
department. Responses were then analyzed for themes and weighted. The weighting of the prioritized
concerns was as follows: if it was the respondent’s first entry, then it received five weighted points.
Weighting gradually decreased so that if it was the respondent’s fifth entry, then it received one weighted
point. The weighted themes were then sorted from the highest cumulative weight to the lowest
cumulative weight and listed below. The numbers in the parentheses are the cumulative weighted value
that correlated with the theme identified. While the themes are listed in prioritized and weighted order,
all responses were important in the planning process. The following are the concerns of the community
stakeholders, prioritized and weighted accordingly:
Areas of Community Concern about the Vista Fire Department
(verbatim, in priority order)
1. Properly staffed with staff who will do what is right for the community and not cave in to political
pressure. Maintaining qualified staff - turnover, retirements, interest in the profession. That you're
always as fully staffed as you need to be. Maintaining well-qualified personnel. (24)
2. Properly funded? Ability to maintain the high level of services with a shrinking financial picture budget. Funding for the fire department is enough to maintain necessary amount of staff on standby
for immediate response, as well as firefighting equipment. (23)
3. Department costs - can we afford the best? Cost - operational. High cost of paying fire department
personnel because of a 24-hour schedule, when a different rotation of hours could be accomplished
at a much less cost, with the same coverage. (14)
4. Are staff healthy? Mental/physical health of personnel, particularly after difficult incidents. Overall
health of fire department personnel. (14)
5. Increased development (including a considerable amount of high-density housing) may strain
existing fire, EMS, and prevention resources. High-density new development - fleet and equipment
or training needed. Keep up with city growth/population growth. (13)
6. Incorporating department needs with greater EMS/SD County goals for healthcare - standardization
of process/documentation. Relevant/sustainable EMS delivery system. Unwilling to transport. (13)
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7. Proof of readiness - unknown (non-interaction) of staff and firefighters to know if they are prepared
- response time, depth of resources. Lack of awareness among community members regarding what
VFD does. (13)
8. Do we have sufficient emergency vehicles and equipment? Are resources timely, current? Equipment
(EMS) may not be most current/up to date. (12)
9. Construction codes that are so burdensome that the average person can't afford start up or
maintaining those codes to run their business. Going overboard with regulations for things that do
not matter. Constant changing of building codes for items, which really don't matter. (9)
10. Union representation aligning with the administration. Relationship between the city, management,
and union. (9)
11. Lack of diversity in the department - or appearance of it. Not enough women in the field/workforce.
(7)
12. Succession planning. (6)
13. Do we have enough fire stations in Vista? (5)
14. Are staff overworked? (5)
15. Response time consistency - sometimes quick, other times. (5)
16. Restructuring based on cost-effectiveness versus best patient care standards. (5)
17. Not understanding or lack of knowledge regarding RCFE regulations - Title 22. (5)
18. I often think that the general public cannot criticize the fire department because if anything suggests
compromise, then "we are putting lives at risk." (5)
19. Increased call volume. (5)
20. Disconnect between some in the department that don't support leadership or work with same. (5)
21. Concern from my neighborhood - that you monitor the vegetation environment for fire danger
conditions - overgrown weeds, trash from trees, etc. (4)
22. Traffic bottlenecks hinder response times - examples E. Vista Way, Gopher Canyon Road, Buena
Creek/Sycamore. (4)
23. Male-dominated/boy's club mentality. (4)
24. Employee satisfaction and commitment to the city. Employee satisfaction - recruitment, retention,
culture. (4)
25. Putting department-specific needs above the greater needs of the community. (4)
26. Unprofessional at times. (4)
27. Lots of new people in supervisory positions. (4)
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28. Is there a need for "bunker gear" to be worn in homes for an EMS call, not fire related? (4)
29. Fire risk in our city and neighboring communities. (3)
30. Mutual aid requires significant investment outside the service area and is not balanced, requiring
dedication of staff/resources. (3)
31. Do we provide enough education to the community - CPR, smoke detectors, etc.? (3)
32. Reduced number of complaints/claims from the department. (3)
33. Especially being in Southern California, proactive measures are being implemented to minimize
outbreaks of wildfires in case there's an eruption that takes place. (3)
34. Technology advancements. (3)
35. Department firefighters could be better connected to the city team. City staff and firefighters could
learn from and support each other. (3)
36. Meeting standards of cover for the entire service area may be difficult and require additional
resources, including the fire district area. (2)
37. Can they find me/my home? (2)
38. Not listening to the customer. (2)
39. Political impacts - challenges known and unknown. (2)
40. Limited community involvement. (2)
41. So many vehicles to one call. (1)
42. Calling family members and dismissing staff communication. (1)

Positive Community Feedback
The CPSE promotes the belief that, for a strategic plan to be valid, the community’s view on the
organization’s strengths must be established. Needless efforts are often put forth in over-developing areas
that are already successful. However, proper utilization and promotion of the strengths may often help
the organization overcome or offset some of the identified weaknesses.
Positive Community Comments about the Vista Fire Department
(verbatim, in no particular order)
• Good leadership, people with history in the department leading.
• Professional attitude respected by the community.
• Nice facilities – Prop L improvements made big impact.
• Accreditation.
• Excellent community education as experienced through leadership academy.
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• Building of new stations in various parts of the city.
• Quality of serving the community that includes community input like we are giving today.
• Department is proactive – e.g., weed abatement.
• Department is community oriented.
• Department arrives timely when called.
• Clifford provides a bridge to educate populations and help safety personnel with emotional wellbeing.
• There are no turf wars – border drop, mutual and automatic aid helps everyone.
• Community involvement – I like seeing the fire department at events downtown.
• The firefighters are approachable and enjoy talking about their jobs.
• Based on my observations they are well trained to handle many different situations.
• Excellent staff. The fire team is top-notch across the board.
• Energetic and enthusiastic people.
• Strong fire prevention staff and program, including the annual weed abatement program.
• Willing to look at long term and play an active role in the fire community in San Diego County.
• Very responsive to requests for information.
• Paramedics – rapid response, kind and tender, attention to medical and emotional needs – thank you!
• Ability to work with neighboring cities and San Diego County when needed.
• Good public image.
• Longevity of senior leadership.
• Up to date equipment/training.
• Staff is down to earth and is willing to make reasonable variances in order to accommodate the
development of building projects.
• They are willing to take the time to go over strategic plans in a timely manner.
• Professionalism.
• Desire to learn – provide better patient care.
• Customer service.
• The equipment and new fire stations seem to be modern so that the public can be better served.
• Assessment skills are strong. Keeping the patient calm.
• Explain what they are doing and what to expect.
• Communicate hospital name to transport.
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• Attire consistently professional.
• Good facilities.
• Loyal employees.
• Apparatus.
• Works in collaborative spirit with neighboring agencies.
• Professional image.
• Customer service.
• Community involvement.
• Strong paramedic program/process.
• Good collaboration and working relationship with the neighboring cities, CalFire, and others.
• Strong leadership.
• Well trained staff.
• Certification/accreditation.
• Good emergency preparedness planning and training.
• Thorough care – both patient care and property.
• Community education/outreach programs that are at the stations plus those at schools.
• On each encounter, staff was always kind, respectful, and clear in communicating needs and
expectations. (I work at a school).
• Paramedic services.
• Professionalism.
• Readiness.
• Community involvement.
• Accreditation.
• I appreciate the fire department visits that they do to our facility, to make sure that there is compliance
in our building to minimize damage/loss. It would be great if those do not come with fear of being
penalized in case there is a violation.
• Community outreach meeting like this one taking place, to hear the voice of the employers.
• Leadership – recent in internal selection of fire chief.
• Cooperative spirit – works well with zone partners.
• Facilities seem adequate and well equipped.
• Well respected – members generally play nice with others.
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• Leadership in the department.
• Recent new statins.
• When seeing staff in the community they do appear neat and tidy.
• Great leadership.
• Great firefighters.
• Many new stations.
• Good training and support from leadership at all levels.
• Paramedic and fire trained.
• Coordination with other cities.
• Equipment in good condition / maintained.
• Honest feedback and continuous communication with neighboring agencies.
• Training engaged in company development.
• Involvement in regional decisions – operations, training, policy development.
• Leadership mentioned in concerns from a standpoint in growth, not in lack of ability is active but will
need to be guided and nurtured.
• Relationships.
• Firefighter association social media presence.
• Existing regional cooperation.
• Willingness of management to seek stakeholder feedback through this process.
• The VFD does a good job of working to be community-facing with hosting events and supporting local
events.
• Involving varied stakeholders in strategic planning.
• Willingness for community connection.
• Easily reachable and community engaged.
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Other Thoughts and Comments
The community was asked to share any other comments they had about the department or its services.
The following written comments were received:
Other Community Comments about the Vista Fire Department
(verbatim, in no particular order)
• I would like to see the CERT program offered consistently at whatever frequency department finds
best, so we can look for it/plan it into our schedule and tell others about it.
• I had to call 911 about 9 years ago – at that time the response team moved quickly, were compassionate,
did their job and transported my loved one to the hospital – saved his life at that time – I can only say
they went above and beyond.
• My experience with the fire/EMS/protection staff has always given me confidence that the organization
is made up of bright, proactive, open, willing people.
• I am very proud to have the Vista Fire Department in my community.
• The Vista Fire Department has a great reputation in the community. I appreciate being included in
this process.
• I would like to have the restrictions of speed bumps removed so that we can place them in our parking
lots drive areas. This restriction was put in place because the fire department trucks have a problem
driving over them.
• Overall there has been a good working relationship at Vista Fire. Would like to see the front-line staff.
Medics have a stronger knowledge base regarding RCFEs that is community-wide throughout the
entire department. Thank you!
• The very nature of this process speaks to the commitment by the fire chief to plan for the future – great
job.
• While I understand fire prevention is important, I wonder if there are different codes for public schools
vs private. Sometimes it feels that way.
• The thoughtfulness of community stakeholders meeting for strategic planning process is
commendable.
• It would be nice if the fire department can develop elements that are SCORM compliant, that can be
distributed to employers here in Vista, for employers to assign it to their staff to promote fire safety.
• Has “community paramedicine” been evaluated or looked into?
• Thank you, Vista Fire, for all you do!
• Very appreciative of the collaborative relationship established on a personal level.
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Appendix 2
Strengths
It is important for any organization to identify its strengths to ensure that it can provide the services
requested by the community, and that strengths are consistent with the issues facing the organization.
Often, identification of organizational strengths leads to the channeling of efforts toward primary
community needs that match those strengths. Programs that do not match organizational strengths, or
the primary function of the organization, should be seriously reviewed to evaluate the rate of return on
staff time and allocated funds.
Through a consensus process, the agency stakeholders identified the department’s strengths as follows:
Strengths of the Vista Fire Department
Facilities – some are modern

Wellness – behavioral, physical

People – enthusiastic, passionate, family-oriented,
culture

Apparatus – budgeted for annually, committee input,
future quality of the reserve

Equipment – budgeted for annually

Training – self-assessment/awareness

Technology – MDCs, radios, ePCR

Camaraderie

Personal protective equipment – top quality and
redundancy

Labor/management – working relationship, increased
collaboration

Peer support – internal and North Zone

JAC/FIRE 98 – funding sources

Crew resource management

Accredited department

Strategic planning – tool for change

Standards of cover – data-driven

CRM – safety-driven culture encourages awareness
of all members

Diverse backgrounds – education, experience,
occupational history

EMS – patient outcome positive

48/96 schedule increased morale (by vote)

Annual fitness evaluation

Public outreach/charity

Diversity of call types and environments – WUI, business park, SNFs, jail, highway, population. Creates a
well-rounded, experienced workforce.
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Weaknesses

For any organization to either begin or to continue to move progressively forward, it must not only be
able to identify its strengths, but also those areas where it functions poorly or not at all. These areas of
needed enhancements are not the same as threats to be identified later in this document, but rather those
day-to-day issues and concerns that may slow or inhibit progress. The following items were identified
by the agency stakeholders as weaknesses:
Weaknesses of the Vista Fire Department
Potential retention issues based on history

Recruitment – finding quality candidates

Succession planning – preparation for promotion

Process/funding for outside training

All-risk fire department – lack training, equipment,
certifications, and funding
Truck specialization – qualifications, training,
certifications

Lack of incentive pay – education, certifications,
longevity
Truck location – centralization, no 35’ ladders in
town

Morale – improving, but still low

Skipping engineer rank

360 feedback loop for all positions

Lack of a training facility

Reserve truck – non-existent

Apparatus reliability

Finance department slowing process for
repairs/purchasing

Fire department involvement in city events –
Employee Recognition Outreach Committee

Budget forecasting for facilities/equipment

Budget (lack of) – training, wellness

Internal communication – messages misunderstood

Facility maintenance retention pay

Facilities – Station 4 kitchen, bay doors, gates

Valuing employees

Long test – hiring process – test-to-floor time

Succession planning due to retirements

FPB transition to community risk reduction

Strategic plan for future apparatus/crews

Prevention staff – SB1205 – inspection support

Fleet maintenance retention pay
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Opportunities

The opportunities for an organization depend on the identification of strengths and weaknesses and how
they can be enhanced. The focus of opportunities is not solely on existing service, but on expanding and
developing new possibilities both inside and beyond the traditional service area. The agency stakeholders
identified the following potential opportunities:
Opportunities for the Vista Fire Department
EMS delivery systems – ambulance staffing,
Oceanside EMT units/staffing

Revenue – Prop L, Prop 2, property tax increase, sales
tax, creation of developer fees, cost recovery

EMS co-op – joint purchasing

Zone consolidation

Training – North Zone, sheriffs

Grants – AFG, equipment, wellness, training

Emerging technology markets – EMS, traffic systems,
GPS, GIS

Type 6 – for dedicated truck – strike team
opportunity and support dedicated truck

Dedicated truck – high-rise fee, more new high-rises

Outside training funds – process/grants

Tiered dispatch – call triage

Utilize North Zone and state medical director

ET3 – emergency triage, treatment, and transport

Higher education program – bachelors, masters

Solar panels at stations

Explorer post – create and support

External opportunities to improve prevention staffing

Community paramedics

Fire department consolidation

Reserve program – sponsored farm club system

Citizen education

Zone entry testing

Community-based education/training – presentations, social media, CPR, smoke detectors, defensible space
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Threats

By recognizing possible threats, an organization can reduce the potential for loss. Fundamental to the
success of any strategic plan is the understanding that threats are not completely and/or directly
controlled by the organization. Some of the current and potential threats identified by the agency
stakeholders were as follows:
Potential Threats to the Vista Fire Department
Wildland urban interface – building

Traffic flow patterns

High-rise/high-density buildings/population

Unfunded mandates

Negative economic changes

State regulations

Change in healthcare – reimbursements

Increase in call volume

Zone fragmentation – losing universal buy-in policies

Politics – change at local, state, and federal levels

Generational changes – understanding, different values

Low recruitment numbers

PERS liability – unfunded liability

Lack of public education

Privatization of services – fire and EMS

Changes in grant funding

Language barriers

Firefighters targeted by “groups”

Internet – social media hoaxes and misinformation

Homeless population

Increase in mass violence

Tiered pensions

Drug epidemics

Aging population

Increase in residential care facilities

Mental illness

Climate change

Terrorism

Increasing population

911 abuse

Natural disasters

First amendment auditor

Social media

Unpermitted buildings/uses – inspections

Healthcare costs

Building height

Emergency department bed availability

Lack of quality candidates

Distrust in government by public

National paramedic deficit
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Appendix 3
The following information is the raw data comprised from the deliberation of the two workgroups. The
information in each table is linked to a strategic initiative that the overall group, by consensus,
determined was something that the department should pursue for change and continuous improvement.
Critical and Service Gap Issues Identified by the Agency Stakeholders

Fire
Prevention

Initiative Link

Physical
Resources

Initiative Link

Wellness

Initiative Link

Training
Proficiency

Initiative Link

Group 1

Group 2

Prevention
o Mandates
o Public education
o Disaster preparedness
o Community risk reduction

Fire Prevention
o Staffing
o SB1205
o Retention
o Safety
o Succession planning

Group 1
Resources
o Apparatus
o Equipment
o Facilities
o Grants
o Finance/budget
o Technology
o Deployment model

Group 2
Equipment/Facilities
o Reliability
o Fleet maintenance staffing
o Budget/Finance Department
o Replacement scheduling
o Training
o Maintenance awareness
o Cooperative purchasing

Group 1

Wellness
o Mental health
o Physical fitness
o Sleep
o Medical
o Santa Ana Wellness
o Diet
Group 1

Training
o Mentorship culture
o Education
o Certification
o Public education
o Law enforcement

Group 2

Wellness
o Education/training
o Budget
o Time
o Resources
o Mental health
o Cancer prevention
o Reporting (PERS)

Group 2

Job Proficiency
o Opportunity/classes o
o Time
o
o Lack of experience o
o Training
o
o Facilities
o
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Funding/budget/JAC
Approval process
Succession plan
Mentorship
Lack of standardization

Succession Planning

Initiative Link

Recruitment
& Retention

Initiative Link

Group 2
Succession Planning
o Personnel development
o Education/training
o Experience
o Young department
o No planning structure
o No mentorship
o Time allotment
o Administrative support/prioritization

Group 1
Staffing
o Recruitment
o Retention
o Productivity
o Expansion

Group 2
Recruitment/retention
o Retirements
o Retention

Group 1

Group 2

EMS Delivery
o Tiered dispatch
o Staffing
o Service levels
o Cost recovery
o Budget
o Outside relationships
o Quality assurance
o Joint co-op with zone ambulances
o Alternative destinations

Initiative Link

Group 1

Communication

Service Delivery

Initiative Link

Group 1
Succession Planning
o Lack of clear, defined path
o Educational requirements
o Promotional processes
o Plans for expansion
o Mentoring

Community
o Building construction
o Population growth
o Language barriers
o Traffic/response times
o Cultural diversity
o Outreach
o Education

Group 2

Relationships
o Consolidation
o Zone relationships
o Law enforcement
o Labor/management
o Morale
o Attitude

Communication
o Labor Management Alliance
o Peer-to-peer
o Time
o Email access
o Administration/floor
o Culture
o 360°
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