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INTRODUCTION
Spokane County Fire District No. 8 has done a commendable job navigating through the
financial downturn. It is clear that the District’s financial strategies and the careful execution of
customer focused service delivery in a fiscally conservative manner have made a difference.
The Fire District Board’s guidance is based upon the mission and vision for the District, which
utilizes feedback from citizens and stakeholders as its source.
This Strategic Action Plan establishes a road map for activities and initiatives that will achieve
the vision for the District and will ensure that Spokane County Fire District No. 8 is poised to
capitalize on opportunities to advance key initiatives. This plan is a flexible tool to guide and
assist decision-makers with proactive policy development, and the achievements resulting from
this plan will be enjoyed by current residents and future generations. This plan is designed to
highlight key activities in support of stated priorities and goals over a period of three fiscal
years.
This action plan is aligned with many other planning documents used by the District, including
capital equipment replacement plans, master plans for growth, and annual operational plans,
which guide district priorities and performance.
The Strategic Action Plan focuses specifically on activities outside of the day-to-day operational
services that the District provides. The tactics included in the Strategic Action Plan are specific,
measurable, on a timetable, and assigned to a responsible party/division within the
department. The Action Plan may also be used as a mechanism to provide status updates on
the progress of activities at regular intervals.
As the economy stabilizes and improves, the District now has more strategic decisions to make
on continuously maintaining and improving its Core Functions, District Organization, Employee
Development, Financial Sustainability, and Capital Improvements.
The Strategic Planning Process
The goal of the strategic plan is to build an alignment of strategies, projects and performance
measures to address core principles. The development of a new strategic plan for Spokane
County Fire District No.8 is focused on three core principles:
1. Focus on citizen expectations and priorities.
2. Build on the Fire District strengths and address opportunities for improvement.
3. Continue to provide an organizational environment committed to delivering exceptional
service to citizens, promoting innovation and cost effectiveness.
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INTRODUCTION
Environmental Scan
An Environmental Scan was conducted to judge the current “condition” of the District and to
provide important information and data from key stakeholders such as the community, the
employees, and the governing board to set the alignment and foundation for building the
strategic plan. The results, findings and summaries of the various community meetings and online surveys were sent to the District in a separate document entitled “Environmental Scan”.
A series of community meetings were held in the afternoon and evening of Wednesday and
Thursday April 10 and 11, 2013 where they were asked to discuss and provide input to the Fire
District on a series of questions. The focus of the questions was to ascertain citizen’s service
priorities, their views on the quality of service (What is working well and what needs to be
improved with the Fire District?), how well tax dollars are being managed and their vision for
the Fire District. The instructions to the participants of the community dialogue were designed
to facilitate reflective discussion and comments. These meetings were structured around small
group discussions, reflection on the questions and reporting of the results. The responses and
comments from each meeting were generally very consistent.
An Employee Focus Group meeting was held on Wednesday April 10, 2013 to discuss the results
of the Strengths, Weaknesses, Opportunities and Threats (SWOT) surveys; Vision, Mission and
Values Statements; and the Baldrige survey results. A confidential on-line survey was sent to
the Fire District Board and employees to analyze the strengths and opportunities to improve
the District, set priorities for the District, and to suggest strategic projects and performance
measures. The on-line survey response summaries reflect the observations made in-person at
the focus groups on key points raised by employees and Board Members.
The Fire District developed the current Vision, Mission and Value Statements in 2003 as part of
developing the former strategic plan. An online confidential survey was used to validate the
Vision, Mission and Value Statements. The results of the survey indicated that the statements
continue to be valid and the Employee Focus Group recommended that definitions be included
for each word of the current Mission Statement “Protect, Serve, Educate”. Minor changes were
also recommended for the Vision and Value Statements.
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SPOKANE COUNTY FIRE DISTRICT NO. 8
Formed on August 29, 1947, Spokane County Fire District No.8 serves a community of 19,500
residents in approximately 110 square miles of commercial, residential and agricultural areas
south of the cities of Spokane and Spokane Valley. Several other fire districts border District 8,
and provide mutual aid when requested.
A combination of career, temporary-hourly, resident and volunteer personnel respond to calls
from four strategically located stations in the Moran, Valleyford, Ponderosa and Saltese
areas. The District averages over 1,300 requests for services annually with Emergency Medical
responses accounting for 80% of those incidents.
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ORGANIZATION CHART
Citizens of Fire District No. 8

Board of Fire
Commissioners

Board Secretary

Fire Chief

Administrative

Operations

Support Services

Human
Resources

Executive Team
Tony Nielsen, Acting Fire Chief
Greg Godfrey, Deputy Fire Chief
Carol Trescott, Administrative Assistant
Division Managers
Tom Hatley, Training Division Chief
Chris Wyrobek, Support Services Division Chief
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CUSTOMER FOCUS
Customer Satisfaction:
The Fire District is focused on providing outstanding customer service to its residents and
customers. This “focus on the customer” drives all Strategic and Operational Planning efforts
with the District. To determine customer satisfaction, they solicit customer feedback via
randomized postcard surveys mailed monthly. According to results from the Fire District’s
Customer Satisfaction Surveys, in 2012 over 92% of customers rated the services provided as
“Excellent”. The survey results may be seen in the chart below.
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MISSION, VISION, AND VALUES
As part of updating the Strategic Action Plan, the Mission, Vision and Value statements were
audited to ensure that they continue to represent the District and meet the needs of the
Community.
The mission statement is designed to describe the organization’s general purpose.
MISSION: Spokane County Fire District No. 8 District Strives to . . .
 Protect – to defend or guard from danger or loss
 Serve – to render assistance or to answer to the needs of another
 Educate – to provide useful knowledge or training
The vision statements establish for the District, targets of excellence for the future.
VISION:
 Share information through increased communication to the public in order to create a
more community focused organization and improved public confidence
 Deploy resources effectively to deliver highly trained and qualified personnel
 Maintain effective business practices to remain excellent stewards of public funds
through intelligent fiscal decision-making
 Exceed safety standards for tools, equipment, technology, and facilities
 Strengthen internal department relationships through enhanced communication
(interpersonal), and strong teamwork
 Maintain a strong volunteer system through active recruitment, recognition and
incentives
 Cultivate and strengthen relationships with other public agencies
 Cultivate a strong emergency medical service delivery system
 Strengthen the agency through support, trust and empowerment of its employees
 Promote highly trained personnel through professional development.
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MISSION, VISION, AND VALUES
The value statements establish a set of principles to guide the organization and it’s members in
their decision-making and behaviors to enhance the organization and the community it serves.
VALUES: Spokane County Fire District No. 8 values . . .
 Responsible decision making and demands high ethical standards
 Personal and professional accountability at all levels of the organization
 Showing courtesy and respect to every customer that we come in contact with both
Internal and External.
 Each member’s experience, knowledge, competency, cooperation, and positive attitude
 The importance of maintaining equipment and facilities at optimum levels
 Honesty, integrity and leadership in all members
 And appreciates the dedication and commitment of all members
 And respects the customer’s opinions, feelings, diversity, and feedback
 The integrity of the chain of command
 The required time and tools to effectively and efficiently do our jobs
 The importance of balancing individual and family needs with the growth and needs of
the district.
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STRATEGIC FOCUS AREAS
Spokane County Fire District No. 8 District’s Strategic Action Plan was created by utilizing the
mission, vision and values statements, along with citizen and stakeholder feedback, to create
three strategic focus areas as its roadmap for action. The Strategic Action Plan utilizes these
focus areas as its foundation to concentrate on specific initiatives and activities over a threeyear period that will advance these priority areas.
The Strategic Focus Areas were set through consensus discussion with the Board of Fire
Commissioners in the summer of 2013, and they define the general areas that drive policy
decisions and priorities for the District. There are many existing programs and practices that
have been established that support these focus areas and goals. However, the Strategic Action
Plan is intended to highlight elements of District operational plans and communicate key
activities.
Strategic Focus Areas
1. Fiscal/Resource Management
Spokane County Fire District No. 8 will implement innovative and responsible business
policies and practices to effectively manage its fiscal and human resources. The District will
maintain a stable financial environment that is transparent and sustainable.
2. Communications/Relationships
Spokane County Fire District No. 8 will implement programs and projects to create
sustainable relationships with the community and its employees, which will be cultivated
through citizen/employee engagement, outstanding customer service, and clear, accessible
communication. Develop a safe community through pro-active fire prevention, public safety
education, and hazard mitigation.
3. Emergency Response and Customer Service
Spokane County Fire District No. 8, while ensuring exceptional customer service, will
develop and implement practices to manage risk and respond to All-Hazards emergencies
while providing the trained staff necessary to meet the needs of the organization and the
community.
The following pages reflect goals and actions under each strategic focus area. The
Responsibility column reflects the division or manager to oversee the project. The Time Frame
column reflects the time frame when the initiative will be underway and not intended to reflect
a completion date.
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Fiscal and Resource Management
Principle 1: Demonstrate fiscal responsibility by establishing financial policies and
budgeting practices that accomplish the highest priorities and results.

Action Item

Responsibility

Time Frame

Executive Team

 Workshop
in Sept.,
Draft in
October,
Adopt in
November



Maintain balanced budget

Prepare annual budget
that balances expenses
to revenues. Compare
projections to actuals
throughout the year.

Fiscal Sustainability Policy
Review in addition to
assessing the District’s tax
policy

Review Budget Policies
and monitor Assessed
Valuations

 During
Annual
Budget
Cycle



Board of
Commissioners

Implement performance
measurement program

Description

Develop and
implement a system of
measuring key
performance indicators

Executive Team

 FY 13

Status

 Adoption with
completion of
Strategic Action
Plan

*Incorporate in
communication plan
Develop strategy for facility
improvement/replacement
which is funded to meet
equipment replacement
standards (furniture,
appliances, FF&E’s)

Prepare a plan to
anticipate the needed
improvement/replace
ment of non-capital
items

Implement a Strategic
Agenda Process

Linking agenda items to
the Action Plan keeps
the focus on strategic
issue

Implement FireStat
Reporting

Provides regular status
updates to employees
and Governing Board


Executive Team

 FY 13-14



Executive Team
Board of
Commissioners

 FY 13

Executive Team

 FY 13
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Fiscal and Resource Management
Principle 2: Develop, implement and communicate a comprehensive organizational
development plan to address recruitment, retention and succession, which builds staff
confidence and competence.

Action Item

Description

Reduce medical costs and
improve employee health
by implementing NFPA
compliant wellness
initiatives to enhance
current programs offered

Create an employee
Health and Wellness
working group to
determine the current
and future needs to
meet the NFPA
Standard

Expand organizational
development and outreach
efforts for proactive
succession planning

Create a professional
development plan to
meet the needs of
current and future
leaders – including
volunteer officer
testing

Update/revise the
employee handbooks and
procedures

Improve employee
understanding of
expectations and
guidelines

Establish and implement
improved performance
evaluation process

Create a working group
to determine core
competencies of each
position before
creating an evaluation
tool

Implement an Employee
Asset Mapping evaluation

Determine the
knowledge, skills and
abilities of all
employees

Responsibility

Time Frame

Human
Resources Div.

 FY 14-15

Status




Executive Team
Training Division

 FY 14


Executive Team

 FY 13


Executive Team

 FY 13-14


Training Division

 FY 15
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Fiscal and Resource Management
Principle 3: Implement innovative and sustainable technology initiatives to support District
business processes and improve the delivery of emergency services and training.

Action Item

Description

Responsibility

Develop strategy for
establishing a replacement
fund/plan for IT hardware
that meet equipment
replacement standards and
needs of the district

Plan for the upgrade of
IT hardware (desk top
and servers) and
forecast technological
advances

Support Services
 FY 14
Division



Explore options to improve
IT connectivity between
facilities.

Improve connectivity
between facilities to
enhance reporting and
training opportunities

Support Services
 FY 13-14
Division



Implement new “on-line”
document system to
improve efficiency and
accuracy of documents.

Documents completed
“on-line” will
modernize numerous
business functions

Develop auto aid/resource
sharing protocols following
CAD system upgrade

CAD system upgrading
will allow for changes
to current protocols

Support Services
 FY 13
Division

Complete county-wide
radio transition project

Upgraded radio system

Support Services
 FY 13-14
Division



Complete XO/Integra
telecom service cut-over

Complete telephone
system upgrade

Support Services
 FY 13
Division



Implement and adopt new
electronic scheduling
system and monitor
performance

New system to be
tested, and
performance evaluated
once operational

Explore options to
implement MCT technology
into the response system

Improve data sharing
between the PSAP and
responding companies

Executive Team

Executive Team

Executive Team

Time Frame

Status


 FY 13-14




 FY 13-14

 FY 14-15
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Fiscal and Resource Management
Principle 4: Demonstrate sound business practices through compliance with all legal
requirements established by Federal, State and Local authorities.

Action Item

Description

Responsibility

Time Frame

Executive Team

 On-going

Develop strategy for
determining compliance
with L&I (OSHA)
requirements

Compliance with
workplace safety
regulations work
related injuries

Compliance with legal
requirements

Monitor legal
requirements for
Federal, State and
Local laws

Executive Team

Develop strategies to
ensure compliance with
Affordable Care Act
regarding employee
benefits

Changes to health care
laws will impact
employment rules

Executive Team
Board of
Commissioners

 On-going

Implement rules to ensure
compliance with open
meeting laws

Foster a climate of
transparency

Board of
Commissioners

 On-going

Implement processes and
procedures to ensure
compliance with WAC 296305

Compliance with new
statute mandated by
1/1/14

Executive Team

Board of
Commissioners

Board of
Commissioners

Status




 On-going






 FY 13
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Communications and Relationships
Principle 1: Establish a long-range strategic communications plan that incorporates citizen
and employee input.

Action Item

Description

Responsibility

Time Frame

Status

Develop action plan for a
long-range strategic
communications plan that
incorporates citizens.

Improve
communications with
the citizens of the
District

Executive Team

 FY 13-14



Maintain focus on providing
outstanding customer
service to our citizens to
foster positive connection
between staff and
stakeholders

Integrate comments
from the community
forums into the plan

Executive Team

 On-going
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Communications and Relationships
Principle 2: Create an enhanced connection with homeowners associations across the District
through focused outreach, strategic utilization of various communication methods and an
emphasis on outstanding customer service.

Action Item

Description

Responsibility

Time Frame

Status

Enhance the District
website to include a “List
Serve” option for e-mail
notification

Plan for the upgrade of
Website to add
notification capability

Executive Team

 FY 15



Evaluate options to foster
increased public input
through the creation of a
Citizen Communication
Committee

Improve
communications with
community by
including them in the
solution

 FY 13-14



Enhance the District
website to provide clear
and concise information to
the public by adopting best
practices.

Improve
communications by
implementing website
best practices

Implement a regular “Open
House” schedule

Improve community
outreach by bringing
the citizens to the fire
stations to “Tell the
Story”

Executive Team
Board of
Commissioners


Executive Team

Executive Team

 FY 13-14

 FY 13

 Completed first
Open House in
May ‘13
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Communications and Relationships
Principle 3: Evaluate and implement additional programs that bring Fire Commissioners
together and strengthen their relationship with the Executive Team to foster a sense of
cooperation and unity.

Action Item

Description

Responsibility

Time Frame

Review the Board of
Commissioners Policies and
Procedures

Update as needed, the
policies that guide the
actions of the
governing board

Board of
Commissioners

 FY 13



Evaluate the Governance
Relations Contract
principles

Sets expectations for
Board, Fire Chief and
the Organization

Board of
Commissioners

 FY 13 – ongoing



Maintain an Integrated
Strategic Planning Process

Links budget, to
projects and
performance measures

Participate in an annual
Governance Relations
Survey

Independent,
confidential survey to
evaluate the
effectiveness of the
Governance Relations
Contract

Executive Team
Board of
Commissioners
Board of
Commissioners
Executive Team

 FY 13 – ongoing

Status




 FY 14 – ongoing
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Communications and Relationships
Principle 4: Evaluate and implement opportunities to foster employee involvement in
meaningful ways that strengthen their relationship with the Executive Team to foster a sense
of cooperation and unity.

Action Item

Description

Implement annual Baldrige
assessments (employee
satisfaction surveys)

Annual measure the
results and report
findings to the
employees and Board
of Commissioners

Evaluate options to foster
increased employee input
related to the annual
budget development
process

Improve budget
comprehension and
engage them in
solutions

Increase efficiency of
operations by convening
working groups (process
improvement teams) to
critically assess
organizational issues

Enhances employee
involvement,
relationships and
empowerment

Responsibility

Time Frame

Status

Executive Team

 On-going



 Annually



Executive Team
Board of
Commissioners


Executive Team

 On-going
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Emergency Response & Customer Service
Principle 1: Identify, evaluate and implement effective organizational models, strategies and
staffing plans to integrate and enhance service delivery.

Action Item

Description

Enhance partnerships with
regional agencies to
capitalize on training
programs, best practices
and automatic/mutual aid

Continue to build on
relationships with
neighboring agencies
to include training

Complete the annexation of
Campbell Road

Improve and expand
the services of the
District

Evaluate options to improve
staffing efficiencies to
better utilize ALL members

Improve utilization of
various member
classifications to
improve staffing and
budget implications

Monitor through FireStat,
the performance measures
to determine effectiveness
of response models

Continuous monitoring
of response times,
effectiveness models

Maintain strong fire
prevention presence in
community through annual
inspections and plan review

Continue to reduce
fires in the community
through prevention

Responsibility

Executive Team
Training Div.

Time Frame

Status

 On-going



 FY13



 On-going



Executive Team
Board of
Commissioners

Executive Team

Executive Team


 On-going


Fire Prevention

 On-going
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Emergency Response & Customer Service
Principle 2: Continuously evaluate Emergency Medical Service delivery response times and
patient care while continuing to explore innovative models of service delivery.

Action Item

Description

Enhance relationships with
regional partners to
capitalize on training
programs,
automatic/mutual aid, and
best practices

Continue to build on
relationships with
neighboring agencies
to include training

Evaluate options to deliver
Fire-Based ALS transport
staffing

Study ALS transport
options and costs and
the impact on regional
operations

Monitor through FireStat,
the performance measures
to determine effectiveness
of response models

Continuous monitoring
of response times,
effectiveness models

Responsibility

Executive Team
Training Div.

Time Frame

Status

 On-going



 FY 15



Executive Team
Employee
Group

Executive Team


 On-going
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Emergency Response & Customer Service
Principle 3: Develop, implement and deliver a comprehensive training plan to address recruit
through advanced firefighter skill development to ensure high levels of employee
satisfaction and enhanced customer service.

Action Item

Description

Responsibility

Time Frame

Prepare employees to
operate efficiently and
effectively by building skills
in technical and leadership
competencies

Create a
comprehensive training
plan to meet the needs
of current and future
firefighters and officers

Training Division

 FY 13-14



Evaluate the Temporary
Hourly Employees (THE)
classification

Evaluate fiscal and
operational feasibility
of “THE” employee
classifications

 FY 13-14



Monitor through FireStat,
established performance
measures to determine
effectiveness of training
plan

Continuous monitoring
of training hours by
subject

Executive Team

Status


Training Division

 On-going
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PERFORMANCE MEASUREMENTS
What are Performance Measurements? In a nutshell, they evaluate the achieved outcomes,
compared to the desired outcomes. A performance measurement system supports the planning
and budgeting business functions of a government agency by providing objective information
on the current state of capital assets, agency programs and services. This objective information
is needed for critical decision-making when contemplating adjustments to operations and
subsequently, they provide feedback if the adjustment worked. Performance measures
increase agency accountability and build public trust.
All successful performance measurement systems contain similar key elements of: An
organizational culture of performance, a clear understanding of what and how to measure, the
application of performance measuring to strategic planning and budgeting, and the regular
analysis and evaluation of the data. The measures must be relevant to everyone who sees or
uses them: citizens, elected officials, managers and employees.
Clearly identifying the goals and purpose of the organization’s functions is the first step to
evaluating performance. Each area to be measured has had a “Statement of Service Approach”
written to provide a “statement of piercing clarity” that defines: who it serves, what do we do
for them and why do we do it. Individual measures have varying degrees of appropriateness
and strength when evaluating overall performance of the organization.
Current performance should be compared to past performance and to target goals. This should
take place on a quarterly basis as to identify trends or deviations long before they reach crisis
status. Public leaders want to be responsive and efficient not reactive. Judging the adequacy of
operations must be put into some form of context, which eventually will lead to a comparison
of current performance to a standard benchmark. Benchmarks are generally based on technical
standards, historical data, comparables from similar departments, or specific organizational
priorities. Assumptions must be made in using benchmarks and it is critical that these
assumptions and their limitations be identified so they can be researched and improved upon.
Based on this information, Spokane County Fire District No.8 created performance
measurements to determine whether they are achieving reasonable levels of service quality,
responsiveness and efficiency. Performance measures can be tailored to evaluate specific
programs or services to determine if they should be maintained, enhanced or eliminated from
departmental operations. The Executive team has identified the performance measures for
each Strategic Focus Area.
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PERFORMANCE MEASUREMENTS
Fiscal/ Resource Management
(Technology, Facilities, Apparatus, Employees, Fiscal Sustainability, Legal Compliance)
Defined as: Spokane County Fire District No.8 will implement innovative and responsible
policies and businesses practices to efficiently and effectively manage its fiscal and human
resources. The District will maintain a stable financial environment that is transparent and
sustainable.
Statement of Service (Statement of Piercing Clarity) – defined for each major heading
Business/Financial – In order to best serve the citizens and members of the Fire District and to
continue to be good stewards of our public funds, we will employ best practices in business and
financial matters that will uphold existing obligations and maintain financial sustainability, in a
legal, ethical, and fiscally responsible manner to ensure the provision of excellent services.
Fleet – In order to best serve the citizens and members of the Fire District and within costeffective perimeters, we will maintain our equipment and the fleet of vehicles, while ensuring
the highest quality of service, efficiency, and reliability of the vehicles and equipment in a
manner that affords them the maximum life span.
Human – In order to best serve the citizens and members of the Fire District and to ensure
engaged and satisfied employees, we will employ human resources practices and programs to
ensure the fair treatment and acceptance of all members, attainment of individual professional
goals, and inclusion in organizational planning; while protecting the health and well-being of all
members to ensure a healthy life/work balance.
Performance Measures:
 Revenue vs. Expenditures compared to projections (Business/Financial)
 Compliance with Legal Requirements (Business/Financial)
 Annual employee survey results (Human)
 Injury Rates for incidents and non-incidents (Human)
 Sick Leave use (Human)
 Training Hours for ALL employees, including Vertical Standards (Human)
 Operating cost per mile (inc. fuel cost per mile), by vehicle type (Fleet)

pg. 23

PERFORMANCE MEASUREMENTS
Communication/Relationships
(Public, Employees, Partners, Board, Labor Group)
Defined as: Spokane County Fire District No.8 will implement programs and projects to create
sustainable relationships with the community and its employees, which will be cultivated
through citizen/employee engagement, outstanding customer service, and clear, accessible
communication. Develop a safe community through pro-active fire prevention, public safety
education, and hazard mitigation.
Statement of Service (Statement of Piercing Clarity) – defined for each major heading
Communications – In order to best serve the citizens and members of the Fire District and to
sustain relationships internally and externally, we will actively engage all partners with
communications through a variety of mediums that inform and educate.
Public Education/Relations - In order to best serve the citizens and members of the Fire District
and to educate our residents, we will actively reach out and provide excellent public
educational programs that will enhance citizen knowledge and understanding of the agency
while educating on methods to reduce fires and other emergencies.
Internal Relationships - In order to best serve the citizens and members of the Fire District and
to improve operational efficiency, we will engage members in organizational dialog through
various mediums to improve awareness of District business, maintain positive morale and
internal customer service and foster positive relations between the Governing Board and the
leadership team. The District will conduct employee satisfaction surveys to monitor morale.
Fire Prevention - In order to best serve the citizens and members of the Fire District and to
provide for a safe community, we will maintain communications with Spokane County Building
and Safety Department, local developers, architects and builders to ensuring that all
development meets building and fire codes while continuing to inspect existing businesses.
Performance Measures:
 Customer Satisfaction Survey Results (Public Education/Relations)
 Number of Customers signed up for “List Serve” (Communications)
 Baldrige Standards Results (Internal Relationships)
 Governance Relations Survey Results (Internal Relationships)
 Number of Fire Inspections done by Fire Companies (Fire Prevention)
 Number of Open Burning Complaints and Resolutions (Public Education/Relations)
 Number of Employee Working Groups (Internal Relationships)
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PERFORMANCE MEASUREMENTS
Response/Customer Service
(ALS Responses, Managing Risk/Response, Growth and Staffing)
Defined as: Spokane County Fire District No.8, while ensuring exceptional customer service, will
develop and implement practices to manage risk and respond to All-Hazards emergencies while
providing the trained staff necessary to meet the needs of the organization and the community.
Statement of Service (Statement of Piercing Clarity) – defined for each major heading
Emergency Medical Services - In order to best serve the citizens and members of the Fire
District and to save lives, minimize pain and suffering, and ensure timely transportation to an
appropriate medical facility, we will provide the highest possible level of emergency medical
care from compassionate and well-trained responders.
Fire Services - In order to best serve the citizens and members of the Fire District and to reduce
the loss of life and property, and providing for the safety of the public and District members, we
will deploy well trained personnel with modern tools and using industry best practices to
provide fire suppression services in a manner that uses the highest standards of Risk
Management.
Fire Prevention - In order to best serve the citizens and members of the Fire District and to
reducing the threat to the public welfare, we will review all building plans, plats and
developments for fire code compliance, conduct fire inspections of businesses and maintain
records to help protect the local economy which will provide safe conditions for increased
public and firefighter safety.
Performance Measures:
 Time of arrival on-scene to cardiac balloon (Emergency Medical Services)
 Cardiac Survival rates for cardiac arrests (Emergency Medical Services)
 Time of arrival on-scene to Stroke Unit activation (Emergency Medical Services)
 Time of arrival on-scene to Level II Trauma Center (Emergency Medical Services)
 Percentage of emergencies handled by first-due units (Fire Services)
 Percentage of fires contained in room/structure of origin (Fire Services)
 Number of All Incidents, Fire and EMS (Fire Services)
 Response Time Reports stratified into: fire incidents, EMS incidents (BLS v. ALS arrival
times), wildland incidents; turn-out time, deployment of first alarm assignment as
required by RCW 52.33.030 (Fire Services)
 Number of Building Plan Reviews Conducted (Fire Prevention)
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PERFORMANCE MEASUREMENTS
FireStat
How do we know if we are being successful in implementing
performance measures, the strategic plan and delivering effective and
efficient services to our customers in the Fire District? Performance
measures are only effective if they are monitored and used to improve operations in the Fire
District. FireStat is a process that requires quarterly review of performance measures and
strategic plan projects. The quarterly meetings will provide an opportunity to assess progress
on strategic projects and if necessary, redirect efforts. At these meetings, performance
measures will also be reviewed to continuously look for opportunities to improve operations.
FireStat provides the Fire District with a key accountability system for monitoring progress on
its performance measures and strategic plan projects.
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GOVERNANCE RELATIONS CONTRACT ©
The role of a Governing Board often lacks clarity
and is difficult to define, which often results in a
disconnection between the board and it’s
executive. Ideally, the role of an elected public
board is to develop policy while the role of the
executive is to implement that policy and oversee
the day-to-day operations of the organization.
What are usually missing are the expectations that
the Board has for the manager or in this case, the
Fire Chief.

“Governing boards have been known in
one form or another for centuries. Yet
throughout those many years there has
been a baffling failure to develop a
coherent
or
universally
applicable
understanding of just what a board is for.”
Carver’s Policy Governance Model
in Nonprofit Organizations
By John Carver & Miriam Carver

The Governance Relations Contract (GRC) is designed to create a bridge between the Fire
District Board’s expectations of the Fire Chief and how those expectations relate to how the
organization will be managed and how it will provide services and engage it’s citizens. It also
sets expectations for the Board to support the Fire Chief’s success in executing their
expectations. The GRC for the Fire District includes four areas:
1.
2.
3.
4.

Expectations of the Organization
Expectations of the Fire Chief
Expectations of the Fire District Board
Expectations of Customer Service/Civic Engagement

The GRC can be viewed as a series of interconnected gears that drive the organization and its
management and leadership priorities. It is designed to foster a partnership, improve
relationships and increase effectiveness between the Fire District Board and Fire Chief. The
expectations set benchmarks for annually evaluating the efforts of the Board and the Fire Chief.
These expectations can be amended and adjusted over time to keep them relevant. The bar is
set high with these expectations, but the
journey in the search for governance
excellence is never easy. Whether you have
Board
success or if expectations are not met, they
are both part of being the most effective
government agency for the citizens and
employees of Spokane County Fire District
GRC
No. 8.
Organization
Governance Relations Contract © Bridge Group LLC
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GOVERNANCE RELATIONS CONTRACT ©
The Expectations of the Organization
Expectation

Maintain an Integrated Strategic Planning
System that is linked to the annual budget,
strategic projects, employee evaluations and
performance measures.

Strive to be an “open book” organization for
its employees.
Executive Management Team is committed to
the developing and empowering employees.
Continuously improve technology for internal
and external services.
Strive to be a national model for Fire District
Board Governance.
Continuously improve internal processes and
procedures.
Be good stewards of the public’s money and
trust.

Focus on developing a learning organization.

Transparency

Description
The integrated strategic management system
will allow for strategic projects that require
funding to be considered during the annual
budget process. Current and new strategic
projects and performance measures will also
be reviewed and approved at this time.
Executive staff will be evaluated based on the
accomplishments in the past year under the
strategic plan.
“Open Book” means that all critical, not
confidential, operational and financial
information concerning the Fire Department
will be shared and available to employees.
Employee development and involvement is a
high priority for Executive Leadership.
Continuous technology improvements are
essential for the Fire District to meet and
exceed expectations of customers.
Commitment for the Fire District Board and
Fire Chief to work collaboratively on
continuously improving their Governance
Relations Contract.
Continuous internal process improvement is
essential for efficiency and effectiveness of
the Fire District.
Ensure processes, procedures and practices
are in place to meet this commitment
Commitment to provide training for
employees to ensure that the Fire District
continues to have talented and well trained
employees providing leadership and
operational response readiness.
Citizens will have access to key financial and
operational information on the Fire District.

Governance Relations Contract © Bridge Group LLC
pg. 28

GOVERNANCE RELATIONS CONTRACT ©
The Expectations of the Fire Chief
Expectation
Conduct annual employee evaluations.
Written information provided to one Board
Member will be provided to all members.
No less than Quarterly dialogue meetings will
be held with employees.
All critical and non- confidential financial and
operational information will be shared with
employees and the Fire District Board.
Budget recommendations will be jointly
developed with the Executive team and
reviewed with the union before submittal to
the Fire District Board.
Implementing Strategic Plan Projects.
Conduct annual Baldrige Survey.

Practice “collaborative leadership”.
Respect the Decisions of the Board

Care about employees and their welfare.

Recognize citizens are our customers.

Agenda Material
No Operational Surprises

Description
Employees will receive an annual evaluation.
Information shared with one board member
must be sent to all members.
Series of meetings with employees to discuss
issues not related to contractual
requirements.
Ensures that key information is shared with
the Fire District Board and employees.
Ensures that the Executive Team is involved in
budget development and the union is aware
of recommendations that are going to be
submitted to the Fire District Board.
Annual evaluation will include progress on
these projects.
Conduct an annual confidential Baldrige
survey with results provided in a summary
report to the Fire District Board.
Strive to ensure that your leadership is
inclusive and not exclusive. Involve citizens,
employees and other stakeholders and
partners where appropriate.
Implement the decision of the Board.
Employees are the greatest assets of the Fire
District. While you may not always agree, the
Fire District Board expects that they will be
treated equitably, with dignity and respect.
The Fire District serves citizens; the Fire
District Board expects that they will be treated
equitably, with dignity and respect. Staff will
address their concerns timely.
Staff will provide concise, accurate agenda
material for the Board’s review.
Staff will keep the Board informed on all
critical operational issues.
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GOVERNANCE RELATIONS CONTRACT ©
The Expectations of the Fire District Board
Expectation
Value Members’ opinions.
Do your homework.
No surprises at board meeting

Disagree with the vote, but do not undermine
the will of the Board.

Practice Civility.
Support the Strategic Plan.

No public criticism of staff at meetings.

No operational interference.

Governance Relations Survey (GRC)

Focus on Outcomes not Positions.

Description
You can disagree, but allow each member of
the Board to express their opinion.
Before the meeting, read information sent by
staff to be informed and prepared for
discussion in accordance with RCW 42.30.
If possible, call the fire chief, prior to the
meeting when you have a critical question.
You can disagree with a vote and express your
viewpoint on why you did not support an
item, but understand that the Board has voted
for the item and you are responsible as a
Board Member for its successful
implementation.
As the elected representatives we will strive to
be a model for our community on how a Board
should work together for the public good.
Board Members will support and require a
Strategic Plan for the Fire District.
No Board Member will criticize Fire
Department staff at the meeting. They can
discuss their concerns with the Fire Chief
privately.
Board Members will not direct the work of
staff. If they have issues or questions related
to operations they will be directed to the Fire
Chief.
Conduct an annual confidential survey on how
the Governance Relations Contract (GRC) is
working with results submitted to
independent group that will provide summary
report to the Fire District Board.
Before taking a position review the outcomes,
potential benefits/results and relationship to
the Strategic Plan of a policy or issue first.
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GOVERNANCE RELATIONS CONTRACT ©
The Expectations of Customer Service/ Civic Engagement
Expectation
Timely Reponses To Citizen Requests
Accurate Information
Educate Citizens on Services

Civic Engagement
Community Safety First

Description
Staff will strive to provide timely responses to
citizens.
Staff will ensure information provided to
citizens is accurate.
Staff will continuously develop strategies and
systems to educate citizens on the services of
the Fire District.
Opportunities to increase citizen engagement
with the Fire District on a social and formal
basis will be a priority.
Staff’s first priority is to maintain and enhance
the safety of the community
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FOUR SQUARE MANAGEMENT ©
Building Collaborative Leaders Using Four Square Management
Spokane County Fire District No.8 will be using the Four Square Management as a projectplanning tool to implement strategic plan projects. The tool is designed to provide a checklist
for Fire District management to use to make sure all aspects of implementing the projects
successfully have been covered. The role of leaders has changed significantly. From the early
days of Fredrick Taylor to the ground breaking works of Tom Peters and Jim Collins, defining
leadership has been an evolving and difficult road to fully navigate. This evolution of leadership
continues. Leadership for the 21st Century requires a focus on building collaborative strategies,
systems and structures to address complex problems that are not completely linear in nature.
Leaders in the past relied more on hierarchy and predictable approaches to address problems.
As an example, the building of the infrastructure for the explosive urban and suburban growth
after the Second World War was far less complicated than today’s problem of balancing
sustainability with the need for economic growth in communities. Problems leaders confront
today require more collaboration success than in the past.
Making Leadership Work
Management and leadership are complicated and involve both strategic and tactical execution
on new initiatives for success. In the early 1990’s, private sector companies started to use the
balanced scorecard to develop a more strategic approach to their operations. The balanced
scorecard helps organizations improve the articulation and understanding of their strategies.
The balanced scorecard provides a framework for building strategies, for addressing financial
issues, customer service perspectives, creating internal processes aligned to customer needs
and creating an environment supporting technology, organizational learning, and continuous
change. The components for Four Square Management are:
 Financial – The strategy for improving revenue diversification and excellence in financial
reporting.
 Customer – The strategy for improving customer service.
 Internal Business Processes- The strategy for creating efficient and effective internal
processes focused on customer satisfaction.
 Learning and Growth – The strategy for creating an organizational climate that
promotes change, innovation, and continuous learning.
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FOUR SQUARE MANAGEMENT ©
Leaders in the public
sector need a scorecard
tailored to their unique
needs and challenges. The
scorecard should serve as
a compass for aligning
strategy with the tactical
implementation of new
initiatives and promote
collaborative decisionmaking. The vacuum that
is often created without
this alignment can result in
new initiatives that create
unexpected consequences
when implemented. A
simple, but impactful example of unexpected consequences is when a governing board acts on
a policy, but the staffing and long-term financial resources to effectively implement the policy
are not considered. Using a tool that provides a clear compass to guide an organization through
avoiding the potential pitfalls of these unintended consequences is critical to more effective
governance.
Staying on course is not easy in the public sector. Public sector environments have significantly
more transparency than the private sector. The actions of governing boards that direct
management are conducted in a proverbial “fish bowl” of public opinion, which is increasingly
being shaped by print and social media. This can result in reactionary, instead of strategic
decisions. Four Square Management provides a checklist for public sector leaders to use as a
compass when developing and implementing new initiatives. The key to success when
implementing new initiatives is finding the balance among:





Stakeholder/customers expectations
Governing Boards desire to meet those expectations through policy direction
Capacity to implement the policy
Capacity of members to execute the policy for the stakeholders/customers
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FOUR SQUARE MANAGEMENT ©
Four Square Management is a tool to
strategically and tactically guide the
District through a measured process
of improving the effectiveness of
implementing new initiatives or
projects. How does Four Square
Management
work?
Prior
to
implementing any new initiatives, the
following questions should be
addressed under each of the
categories:

Prioritize

Do

Governing
Board

Executive
Leadership

(Strategic)

(Tactical)
4 Square
Management

Stakeholders
Customers

Employees

(Strategic)

(Tactical)

4 Square
Management

Prioritize

Do

Stakeholder/customer expectations
 Is this initiative consistent with our Vision and Mission statement?
 Is it one of our stated priorities or strategic focus areas?
 Does it resolve an immediate and pressing problem that is appropriate for the
organization to address?
 If funding is involved, can this initiative be sustained over the next five years with other
competing budget priorities?
Governing Board desire to meet those expectations through policy direction





What are the outcomes we will use to determine if this initiative is successful?
When will the initiative be reviewed to determine how it is being implemented?
Do we have existing policy direction from an approved plan to undertake this initiative?
What are the best practices for this initiative?

Management capacity to implement the policy
 Do we have the necessary operational procedures to implement the initiative?
 If the initiative requires technology, is it in place or do we have to purchase it?
 Is a performance measurement system in place to track the outcomes or results of the
initiative?
 Do we have the necessary structure and supervisory capacity to implement the
initiative?
 Do we need a field trip to an organization that has developed and implement the
initiative?
 What are contingency plans if the initiative has problems while being implemented?
 What is our communication strategy for the initiative and the spokesperson?
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FOUR SQUARE MANAGEMENT ©
Capacity of members to execute the policy for the stakeholders/customers
 Has input from first line members been received on how to implement the initiative
effectively?
 Is member training required to implement the initiative?
 How will implementing this initiative impact current work cycles for services?
 How will implementing this initiative affect timelines on implementing any other
initiatives directed by the governing board?
The Four Square Management model can provide the platform for implementing a more
collaborative approach for leaders. This simple template for governing boards and management
to use should not delay the development of new initiatives. It will help to make sure the
initiative has run the gauntlet for its successful implementation.

Four Square Management © Bridge Group LLC
pg. 35

INTEGRATED STRATEGIC PLANNING

The strategic plan should be updated and reviewed annually during the budget development
process. Projects in strategic plan requiring funding over the next fiscal year should be
identified. Strategic Work Plan projects should also be identified at this time. New strategic
projects should also be identified and included in the work plan for the fiscal year or
subsequent year. Department performance measures should be reviewed and updated during
the budget process.
In adopting the budget for future fiscal years, the Fire District Board should include:
 Any strategic projects requiring funding
 The strategic staff work plan for the year
 Performance measurement adjustments
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