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Strategic Plan
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This Strategic Plan reflects the collective input, values, and commitment of the Pagosa Fire
Protection District to serve its community with professionalism, compassion, and excellence.




Mission

To protect life, property, and the environment through professional response, prevention, and
education.

Vision
The Pagosa Fire Protection District envisions a future where career and volunteer members work
as one to safeguard lives, property, and the environment. We strive to be a progressive,

community-focused fire district recognized for professionalism, preparedness, innovation, and
trust.

—where every member is empowered, every response is professional, and every life is valued

PFPD Core Values
1. Integrity

We act with honesty, accountability, and honor in all decisions and actions.
Integrity is the foundation of trust with our community and with one another.

2. Service

We place the needs of our community and our teammates above self, delivering compassionate,
respectful, and reliable service in every situation.

3. Courage

We face risk, adversity, and challenge with bravery, resilience, and determination—standing
ready to protect life, property, and each other.

4. Professionalism

We maintain the highest standards of discipline, training, conduct, and performance, continually
striving for excellence and adaptability in a changing environment.

5. Teamwork & Community

We succeed through mutual respect, inclusion, communication, and collaboration—strengthening
our organization and building lasting partnerships with the community we serve.

“To protect life, property, and the environment through professional response, prevention, and education”
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Pagosa Fire Protection District

Strategic Plan Framework

1. Purpose

This Strategic Plan establishes clear priorities, goals, and objectives to guide the Pagosa Fire
Protection District (PFPD) in fulfilling its mission and vision. It is informed directly by
organizational input, SWOT analysis, and best practices in fire and emergency services.

Goals define the overall needs of the organization, while objectives identify specific actions to
achieve those goals. This plan is intended to guide decision-making, prioritize resources,
improve accountability, and ensure long-term sustainability.

Progress toward goals and objectives should be reviewed regularly, with accomplishments
recognized and celebrated to reinforce organizational success.

2. Organizational Assessment (SWOT Summary)
Strengths

e Dedicated People & Strong Teamwork: Committed, hardworking, and compassionate
paid staft and volunteers with a strong service ethic and sense of
brotherhood/camaraderie.

o Adaptability & Problem-Solving: Proven ability to adapt, operate effectively with
limited resources, and develop contingency plans (Plan B/C), including strong
performance during complex incidents (e.g., Oak Fire, Wildland Urban Interface (WUI)
responses).

e Community Trust & Engagement: High level of public trust, community support, and
engagement; strong interdepartmental and mutual aid relationships.

e Training & Improvement Focus: Growing training program, opportunities for outside
training, emphasis on skill development, and investment in training facilities, equipment,
and apparatus.

e Operational Effectiveness: Strong response times, effective communication within
shifts, and improving cohesion between volunteers and career staft.

o Leadership & Fiscal Stewardship: Leadership commitment to continuous
improvement, budgeting discipline, and long-term asset acquisition.

Weaknesses

e Recruitment, Retention & Participation: Ongoing challenges with volunteer
recruitment, retention, and consistent participation in training and responses; aging
volunteer base.

o Staffing & Coverage Gaps: Limited staffing, single-station coverage in some areas,
large response district, vulnerability when crews are committed to simultaneous
incidents.

“To protect life, property, and the environment through professional response, prevention, and education”
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e Communication & Clarity: Inconsistent communication across shifts, divisions,
volunteers, and administration; unclear expectations, roles, accountability, and pathways

:q for developing firefighters.

8 e Accountability & Standardization: Inconsistent enforcement of minimum standards,

8 uneven discipline, double standards, and lack of standardized training progression.

—?) o Facilities, Equipment & Technology: Aging apparatus, equipment, hydrant reliability
o issues, limited secondary support vehicles, infrastructure and technology gaps (e.g.,

g WiFi).

o e Culture Challenges: Perceived division between paid staff and volunteers, declining
.Q “family” culture, morale issues, negativity, fitness gaps, and complacency.

=

=
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L | Opportunities

o .

& e Volunteer Recruitment & Retention Programs: Develop structured, sustainable

8 recruitment, onboarding, mentoring, recognition, and retention programs.

a e Training & Career Development: Expand standardized, certified training; cross-

S training; leadership development; live fire, wildland, hazmat, and outside agency

= collaborations; clear advancement pathways for paid staff and volunteers.

<

g o Community Engagement & Risk Reduction: Expand prevention, inspections, pre-
A plans, community medical services, disaster preparedness, junior firefighter programs,
5 and public education.

=

= o Partnerships & Regional Collaboration: Strengthen mutual aid, interagency training
E“ standardization, and shared resources.

%0 o Staffing & Infrastructure Expansion: Explore staffing a second station, adding AEDs
e and water sources at stations, and improving response coverage.
=

- e Funding & Innovation: Pursue grants, fundraising, technology adoption, workforce
8 development, mental health/post-incident support, and competitive wages.

5
E Threats

8 e Funding & Economic Pressures: Budget constraints, rising costs, cost-of-living

ot challenges impacting recruitment, retention, morale, and long-term sustainability.
= o Staffing Vulnerability & Burnout: Increasing call volume, large response area, limited
Fg backups, inconsistent volunteer response, and burnout risks.

<

2 o Aging Assets & Infrastructure: Failure of aging facilities, apparatus, and equipment
*%::) increasing operational risk.

8-‘ e Wildland & Environmental Risk: WUI exposure, drought, heat, and increasingly

g complex incident profiles.
qdj e Cultural & Morale Risks: Internal conflict, lack of cohesion, ineffective conflict
= resolution, favoritism perceptions, complacency, fitness and mental health challenges.
+

8 e Community & External Factors: Potential loss of public support, political pressures,

é regulatory demands, public pushback, and negative stakeholder interactions.

o
=
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3. Strategic Priorities & Goals
Strategic Priority 1: Service to Community

Goal: Strengthen community trust, safety, and resilience through proactive engagement,
education, and risk reduction.

Objectives:

o Expand public education and outreach programs, including schools, HOAs, and
community groups

e Increase participation in community events with consistent messaging
o Enhance department visibility through social media, newspaper, and promotional efforts
o Evaluate and pursue opportunities to improve ISO rating

e Promote and support wildland fire mitigation initiatives, including slash removal and
WUI education

Strategic Priority 2: Training & Professional Development

Goal: Develop a standardized, accountable, and progressive training program that prepares all
members for safe and effective service.

Objectives:
e Conduct in-house academies (Firefighter I, Hazmat, Candidate)
o Standardize training techniques and expectations department wide
o Establish a standardized Driver Training Program with clear requirements and testing
o Implement consistent shift training standards and annual training hour compliance
e Develop a Training Facility Master Plan (Station 1, Station 3, Greenbrier property)

o Improve training reporting, objectives, and consistency across shifts

Strategic Priority 3: Apparatus & Equipment

Goal: Ensure safe, reliable, and effective apparatus and equipment through lifecycle planning
and fiscal management.

Objectives:
o Develop and maintain an apparatus replacement and refurbishment schedule
o Evaluate apparatus placement, usage, and re-chassis needs

o Establish a major equipment replacement plan for items over $5,000 (e.g., SCBA,
extrication tools)

Strategic Priority 4: Facilities & Property
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Goal: Provide safe, functional, and strategically located facilities that support current and future
service delivery.

Objectives:

Develop a Facilities Capital Improvement Program (CIP)
Evaluate future station needs, staffing models, and crew quarters
Assess long-term use of PFPD-owned properties

Continue upkeep and modernization of existing facilities

Evaluate relocation or expansion of support and maintenance functions

Strategic Priority 5: Financial Sustainability
Goal: Strengthen financial stability to support staffing, training, facilities, and service expansion.

Objectives:

Improve MVA billing tracking, accountability, and collection
Develop a wildland fire deployment and reimbursement program
Evaluate long-term revenue options (mill levy, sales tax)

Review out-of-district response protocols and mutual aid agreements

Explore long-term boundary and service area solutions

Strategic Priority 6: Operations & Administration

Goal: Improve operational effectiveness, consistency, and transparency through clear standards
and governance.

Objectives:

Develop a Standards of Cover document
Continue review and updates of Standard Operating Guidelines (SOG)
Review and update all position descriptions and minimum qualifications

Develop communications plan to increase transparency and engagement

Strategic Priority 7: Personnel & Workforce Development
Goal: Recruit, retain, and support a healthy, professional, and engaged workforce.

Objectives:

Conduct annual salary and benefits surveys

Develop staffing plans and thresholds for growth

Evaluate expansion of a Community Risk Reduction (CRR) program

Strengthen Prevention Department activities, inspections, permitting, and investigations

Establish annual performance goals and standards
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Strategic Priority 8: Volunteer Programs & Culture
Goal: Build a strong, accountable, and inclusive volunteer program aligned with district values.
Objectives:

e Develop structured volunteer recruitment, retention, and recognition programs

» Evaluate incentives, pension options, and certification levels

e Define minimum training and response expectations

e Clarify roles of volunteer officers

o Establish consistent accountability standards

o Eliminate informal or inequitable practices

4. Implementation & Review

This Strategic Plan should be implemented over a 1-3 years, with annual review by leadership
and the Board. Progress should be tracked using measurable objectives, training hours, staffing
metrics, response data, and financial indicators.

Completion of goals and milestones should be recognized and communicated to reinforce
organizational success and transparency.

5. Internal Roadmap

This roadmap translates strategic goals into phased, internal actions to guide execution, staffing,
and budgeting.

Phase 1: Foundation (0—12 Months)
Primary Focus: Standardization, assessment, and accountability
Key Actions:

e Service to Community

o Launch consistent messaging strategy (social media, newspaper, community
events)

o Increase participation in community events with consistent messaging
e Training & Professional Development

o Establish training hour compliance tracking

o Standardize shift training and core techniques

o Begin in-house academies (Candidate, HazMat, Firefighter I)

o Formalize Driver Training Program requirements
e Apparatus & Equipment

o Evaluate apparatus placement and usage
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o Facilities & Property
o Continue upkeep and modernization of existing facilities
o Evaluate relocation of fleet maintenance
o Financial Stability
o Improve MVA billing tracking, accountability, and collection
o Review out out-of-district response protocols
o Explore long-term boundary and service area solutions
e Operations & Administration
o Continue review and updates of SOGs
o Develop communications plan
e Personnel & Workforce Development
o Conduct salary and benefits survey
o Define CRR role and scope
o Strengthen & Refine Prevention Department activities
o Establish annual performance goals and standards
e Volunteer Programs & Culture
o Define minimum training and response expectations
o Establish consistent accountability standards
o Clarify roles of volunteer officers
o Eliminate informal or inequitable practices
Deliverables:
o Training compliance reports
e Updated SOGs and job descriptions
e MVA Collection comparables

e Defined volunteer program expectations

Phase 2: Development (1-2 Years)
Primary Focus: Capacity building and program development
Key Actions:
e Service to community
o Evaluate and pursue opportunities to improve [SO rating
o Promote and support fire mitigation and WUI education

e Training & Professional Development

“To protect life, property, and the environment through professional response, prevention, and education”
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o Expand in-house certification programs (Fire Instructor I, Firefighter II, Officer
development)

:g o Finalize and implement Training Facility Master Plan

= o Apparatus & Equipment

;S) o Finalize apparatus replacement and refurbishment schedules

g o Implement major equipment replacement plan (SCBA, extrication)
g o Facilities & Property

gﬁ o Develop Facilities Capital Improvement Program (CIP)

*é’ o Evaluate future station needs and crew quarters

D) .

q>) o Assess Long-term use of PFPD-owned properties

a, « Financial Stability

% o Develop wildland fire deployment program

a o Evaluate long term-term revenue options (mill levy, sales tax)

§ e Operations & Administration

'c;c o Develop a Standards of Cover document

% o Review and update all position descriptions and minimum qualifications
é e Personnel & Workforce Development

% o Develop staffing plans and thresholds for growth

.ﬁ) o Evaluate expansion of a Community Risk Reduction (CRR) program
g e Volunteer Programs & Culture

S

= o Develop structured volunteer recruitment, retention, and recognition program
% Deliverables:

g e Approved apparatus and equipment schedules
g e Facilities CIP document

% e Implemented CRR programs
'g_:) e Improved revenue tracking reports

~—
E

< Phase 3: Optimization and Growth (2-3 Years)

y Primary Focus: Sustainability, expansion, and long-term planning

b=

&)

% Key Actions:

a e Service to Community
L o Explore and develop fire mitigation programs
o —(

5 o Expand public education and outreach programs, including schools, HOAs, and
9 community groups

o .

a e Operations

o
E=
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o Finalize and adopt Standards of Cover

o Review and update mutual and automatic aid agreements with neighboring
agencies

o Facilities & Property
o Implement items in (CIP)
o Implement staffing plan thresholds
o Add personnel based on call volume and coverage needs
e Facilities
o Construct or renovate facilities as identified in CIP
o Relocate or expand mechanical facilities if required
e Financial
o Implement any developed long-term funding options
e Volunteer Programs & Culture
o Evaluate incentive programs (pension vs alternatives)
o Align volunteer utilization with operational needs
Deliverables:
e Adopted Standards of Cover
o Expanded staffing and facilities

o Long-term financial sustainability plan

“To protect life, property, and the environment through professional response, prevention, and education”
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