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Abstract 
Findings from the most recent strategic planning reflect the opportunity for engagement through: 

clarity around governance, launching a mentoring and leadership program, and establishing 
communication drivers to refine core competencies of the governing board. 
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Executive Summary 
The recent strategic planning session hosted on February 22, 2018 provided Pima County Fire 
Chiefs Association with the opportunity to assess the organization’s current structure, mission, 
and impact.   To measure current perceptions among membership, a survey was designed to 
measure perceptions around common values, mission and strategy, impact, and governance 
structure.  The survey had a 74% response rate.  Designed as an open-ended tool used to 
measure perception, responses were captured and used to design facilitation tools.  The 
assembled board members used these responses to conduct an internal SWOT analysis as well 
as design affinity mapping to define prioritized action items. 

Survey Results: 
Primary conclusions from the survey indicate a group motivated to provide feedback. Currently, 
common consensus reveals that a clear strategy is needed to keep the group engaged and 
focused.  64% of survey respondents could not identify a clear mission or strategy for the 
organization.  Additionally, perceptions about equity in governance (process and clearly defined 
roles) indicate division and a lack of clear process.   

Both the SWOT analysis and Affinity Mapping yielded concerns around harnessing the group’s 
collective belief in collaboration and a strong sense of community identity.  Addressing overall 
organizational engagement across all members was identified as a key driver towards re-
energizing the organization and establishing a clear sense of purpose and vision. 

 

 Key Findings: 
The group identified the following areas as critical items to address.  In order of priority they 
are: 

1. Pima County Fire Chiefs Association recognizes the need for clearly articulated mission 
and strategy.   
 

2. Governance processes, clear roles and transparency are needed to build accountability, 
buy in, and eliminate silos. 

 
3. A leadership and mentoring program is an opportunity to reach across silos and leverage 

the existing expertise and diversity of the organization’s membership. 
 

4. An emergent need to centralize communication (internal and external) would be best 
addressed with a communication center. 
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Introduction 
Pima County Fire Chiefs Association seeks to measure the success of its enterprise.  On 
February 22nd, 2018 a strategic planning session convened to measure organizational efficacy, 
strength of vision, and a forward looking strategy to determine future direction.   A baseline 
survey to all existing members provided primary research into the perceptions of organizational 
membership, mission, and vision.  Survey results were used to design facilitation tools and drive 
discussion regarding the efficacy of the organization as well as identify a group agreed upon 
action plan. 

Background Information: 
  
The Pima County Fire Chiefs Association is for charitable, educational, and scientific purposes, 
and specifically for the purpose of providing a forum for Chief Officers of the Fire Districts, 
Municipalities, Industrial Fire Brigades/Departments and non-profit Fire Departments to 
explore and implement ways and means of improving quality services their Departments 
provide, not for profit.  Currently, the organization has 20 Active Members and 3 Associate 
Members.   
 
On February 22nd, PFCA met for a strategic planning session.  The following organization 
participated in the session: 
  
Tucson Fire Department 
Northwest Fire District 
Golder Ranch Fire District 
Avra Valley Fire District 
Rincon Valley Fire District 
Drexel Heights Fire District 
Green Valley Fire District 
Rural Metro Fire Department 
Davis Monthan Fire Department 
Mount Lemon Fire District 
Corona De Tucson Fire District 
Helmet Peak Volunteer Fire Department 
Greater Tucson Fire Foundation 
 

This report provides analysis and summary from strategic planning session, the results of the 
prefatory survey, the discussion and action items to set a strategic course for the organization’s 
vision and mission. 
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Survey Results: 
An ethnographic survey was conducted asking five open-ended questions to gather qualitative 
responses to questions measuring perception of the mission and strategic vision of the PFCA.  
The survey had a 74% response rate.   

Responses indicate a lack of clarity around both mission or strategy for the organization.  In an 
open ended question (Please take a moment to define what you feel to be the existing Pima Fire 
Chief's Association's Mission and Strategy) 64% of respondents could not identify or where 
uncertain as to the organization’s mission or strategy.  

 

 

Figure 1 Survey Response to Strategic Vision 

Of the remaining 37%, the following were listed as possibilities: 

• Networking 
• Communication  
• Collaborative Problem Solving 
• Information Sharing 

• Build regional partnership between all agencies 
• Discuss Current Issues 

• Needs to Change 
• Exclusive (only serves big departments) 
• Lacks Direction 

• Mentorship and Professional Development 
• Volunteer Recruitment 
• Education 

 

31%
No Response

32%
Unsure

37%
Varied Response

No Response

Unsure/Unclear

Varied
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Despite the lack of an easily identified mission, respondents felt strongly that the organization 
is a collaborative one.  In response to an open ended perception measure (Please list the top 

five words you think of when 
you think of the Mission and 
Strategic Vision of Pima Fire 
Chief's Association) the word 
repeated the most (over 36 
times) was the word 
Collaboration.  Responses 
indicate a strong perception of 
a group whose primary 
purpose is to collaborate.  
Other words ranked below 
give indicators of common 
purpose around values.  The 
illustration is a composite 

compiled by entering all the 
responses into a logarithm that displays the language based on frequency of use. 

#1) Collaboration 
#2) Safety 
#3) Coordination, Leadership, Regional, Progressive 
#4) Education, Partnership, Inclusive, Networking 
 

The responses to this question provided the members present at the meeting with key 
understanding of commonly agreed upon values that help to steer the organization. 

Critical Focal Points 
Additional survey questions (addressing critical areas not addressed by the organization as well 
as preferences for Board Governance) were used to facilitate small group discussion.  
Qualitative comments were unfiltered and represent a wide range of views and ideas.  All 
responses are recorded in Appendix 1 and Appendix 2 of this report.  These results were used 
to drive facilitation tools for composing both the SWOT analysis as well as the Affinity Mapping 
to identify action items and drive commitment. 

 Survey Key Findings: 
1. Primary conclusions from the survey indicate a group motivated to provide feedback.  

The group identifies strongly with a common set of values that can be utilized to guide 
the group as they move forward to establish a clear direction.   
 

Figure 2 Common Values Word Cloud 
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2. Currently, common consensus reveals that a clear strategy is needed to keep the 
group engaged and focused.  Wide variation in both the interpretation of Mission and 
Vision indicate the group would benefit from articulating a clearly defined vision as well 
as a process to improve engagement and inclusion. 
 

3. Perceptions about equity in governance (process and clearly defined roles) indicate 
division and a lack of clear process. 

Results from this survey were conclusive enough to provide facilitation tools to drive discussion 
for the planning session.   

Organizational Assessment 
Using the survey results that identified critical areas NOT currently addressed by the 
organization, four teams each identified their group’s SWOT analysis and presented to the 
larger group.  All responses were funneled into a common SWOT captured below. 

 

SWOT 

 

Strengths 

Expertise/Experience (Diversity) 
Collaboration  
Alignment on Purpose/Mission/Vision 
 

 

Opportunities 

Regionalized Approach (Standardized) 
Leadership/Mentorship 
Legislative (politics) Local/State 

 

Analysis: 
The group entered into active discussion around the complex relationships (and overlapping 
aspects) of the SWOT.  Of key concern was a sense of disengagement among members and how 
to drive stronger engagement to strengthen the organization.  A more intact organization can 
driver stronger impact and have further reach.  The SWOT analysis yielded strong insight into 
where to capitalize strength and address shortcomings. 

Weaknesses 

Silos due to ego, lack of candor, in/out groups 
Lack of Resources 
Clear Purpose 
Lack of Engagement 

Threats 

Apathy 
Lack of Engagement 
Internal Competition 
Bylaws 
Agency Representation 
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Strong Sense of Collaborative Potential 
The group reached consensus that collaboration was a key signature to the group and should 
be leveraged to drive a better sense of inclusion and engagement.  Strengths aligned effectively 
with the listed opportunities as a means to achieve a greater sense of belonging, identify, and 
shared purpose.  Leveraging the group’s diversity – in experience and expertise – is a short term 
win that would strengthen the core identity. 

Silos Reinforce Disengagement 
Concern about silos, particularly the reasoning for them (in groups vs. out groups and 
perception of a lack of transparency) were linked to the ongoing threat of apathy and lack of 
engagement.  A clear need for leadership and mentoring were identified as a viable antidote for 
the sense of exclusion.  Building community and accountability through stronger relationships 
and the value found within active mentoring surfaced as a practical and rewarding means for 
empowering the entire group, regardless of perceived silos. 

Shared Governance Drives Engagement 
Articulating process (governance) and defined roles would also minimize the surfaced issue of 
equity around representation and internal competition.  Lack of shared institutionalized 
knowledge (bylaws and due process) also revealed a lack of understanding regarding vision and 
mission. 

Clear opportunities exist for reinvigorating the group by a greater sense of equity and 
investment in all members to improve accountability, a sense of identity, and a commitment to 
building community.   

Prioritized Concerns: 
Teams identified key areas of concern for moving forward.  Affinity mapping tools were 
employed to capture and prioritize areas for immediate action, a one-year action plan, and 
longer goals to reach within a three-year window of time.  The results indicate that issues of 
governance should be addressed immediately.  Phase II would include rolling out a Mentorship 
and Peer Support Initiative, followed by a Communication Center for both dispatch as well as to 
centralize and disseminate information. 

Governance 
The group agreed that the most urgent need was to address root causes issues driving lack of 
engagement and apathy.   The group observed a clear strategic vision and mission is needed to 
address the need for transparent governing processes and clearly defined roles.  Bylaws 
currently exist, but were only known by one individual (who was also the author.)  The group 
agreed to review and address the existing structure of governance with the objective of 
identifying engagement opportunities for those who might feel disenfranchised.  The group 
outlined the following action steps to immediately address governance issues: 
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a. Establish due process around decision making, vision, and goals. 
b. Define a common purpose, and strategy. 
c. Send out bylaws, proposed changes regarding membership, self-governance and 

process for facilitating roles and process to encourage commitment and candor. 

All participants but one agreed this is an urgent action item.  As a key concern is centered 
around lack of engagement, collectively addressing this need provides many opportunities to 
build inclusion and reinvigorate the group’s outliers. 

Mentorship and Peer Support 
The group discussed the emergent need for an engagement strategy that advances and 
memorializes the collective expertise of the group.  A leadership mentoring and peer support 
network surfaced as an easily accessible and meaningful engagement tool to meet this goal. 
The group proposed:  

a. Establish tiered teams 
b. Pool information for shared ownership 
c. Collect common experience to provide pathways in training and development 

Thirteen individuals identified this as an organizational function that should be operationalized 
within one year.  One individual (a potential use case) requested this as an immediate action 
item.  One individual voted for this to be implemented within the next two years.  

 Communication Centers for Regional Approach (One Voice/ MABAS) 
The group readily agreed that a streamlined communication approach is needed to centralize 
information and to be able to advance with a sense of unity.  The opportunity exists to 
collectively pool and harness the power behind a unified communication center.  The majority 
of the group agreed this is a longer term goal.  (Thirteen individuals elected this should be a 
goal fulfilled within three years; two individuals prioritized this within a two-year window of 
time; four individuals prioritized this to be implemented within one year.) This issue could be 
revisited and accelerated depending on the initial meeting to establish new governance 
structures. 

Tools and resources were identified to establish and memorialize communications for both 
external and internal purposes.  As the Leadership and Mentoring Support Network is activated, 
standardization and collecting information to disseminate and share is a logical starting point. 

Key Findings: 
The following findings are prioritized in terms of importance as dictated by those attending the 
planning session. 
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5. Pima County Fire Chiefs Association recognizes the need for clearly articulated mission 
and strategy.  With a dispersed membership, unity in vision and strategy is needed to 
energize and focus the group. 
 

6. Governance processes, clear roles and transparency behind processes will assist in 
building accountability, and providing individuals with buy-in, eliminating silos and the 
current perception of “in groups and out groups.” Bylaws should be reviewed and posted 
for all to access.  Decision making should be formalized, observed and encouraged (polls, 
informal voting, etc.)  Shared leadership among roles and rotating positions should drive 
change and be inclusive of all members.  Shared governance and clearly defined roles 
(and processes) is encouraged to generate commitment and break down silos. 
 

 
7. A leadership and mentoring program is an opportunity to reach across silos, to activate 

and customize support for all members, and to leverage the existing expertise and 
diversity of the organization’s membership. 
 

8. An emergent need to centralize communication (internal and external) needs to be 
addressed within the next three years. As the group re-engages and strengthens its 
approach, memorializing and centralizing information will continue to add stature and 
breadth to the organizations’ mission.  Building this network will be key to the success of 
the organization. 

 

With a clear vision and strategy, this organization can position itself to capitalize on a strong 
sense of community service, delivering impact to many stakeholders in Pima County who would 
benefit from the collective strength and expertise the group represents.  
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Appendix 1:  Critical Focal Points  
The following are responses to the open ended survey question: 

Please identify areas you feel are critical that are NOT being addressed by the 
Association 

All responses are captured below and were utilized to generate small group discussion for the 
group assembled SWOT. 

1. Equal voice for each member, they talk but are not heard 
2. Joint initiatives are lacking, active participation to the betterment of the organization 

and its goals, it is supposed to be a Fire Chiefs organization and there are more lower 
level chiefs and company officers doing the work rather than the high and mighty Fire 
Chiefs  

3. Uniformity across all Departments and Districts 
4. Regional response and mutual aid, training, regional fire prevention and code 

compliance  
5. We need to come together as a region to protect the entire region.  A major event does 

not know political boundaries.  We need to have regional response plans.  For instance, 
the cancer registry could be accomplished for all area fire agencies if Pima Chiefs was 
the organizing body.  We need regional training and responses 

6. auto aid 
7. Uniform firefighter wellbeing, education and training  
8. Credentials, uniform political initiatives, leadership development  
9. Minimal action taken on discussions. Many efforts to have a unified voice in the 

meetings, but doesn't seem to carry through in actions. 
10. Equality, Mutual Respect, involvement, looking out for every department’s needs.  
11. EFFECTIVE legislative voice - especially as it relates to future FD revenues, 

representation of ALL stakeholders 
12. Field level cooperation and messaging, breaking down barriers between agencies 
13. Engagement-  We need more fire chiefs to become engaged with Pima Chiefs.  We need 

mentoring for younger chiefs.  We need a unified voice on issues.  We need to support 
sub committees with chief officers.  We need to become engaged with political issues 
impacting our organizations.  We need to improve our communication skills.   

14. Community outreach, consistency in training, developing a common communication 
center and system 

15. Focus and common theme 
16. Individual department budget issues, individual standard operating guidelines, YET 

discussion of general budget challenges facing all departments and guidelines that can 
make operations within mutual aid more efficient.  
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17. More collaboration as a region, more advocacy on important issues that impact the 
region, acting as subject matter experts for public governance in the region such as use 
of fireworks, urban interface risk, etc 

18. Coordination of wildland issues; becoming more involved with training from A to Z 
including chief development; strategic planning for the growth experienced in the 
region; identifying issues that will be upcoming in the near future; developing a plan to 
address the issues identified 

19. Volunteer recruitment, Retention 6-12 months, Volunteer Professionalism 12- and on 
going  

20. Involvement of committee sub groups until significant issues arise. 
21. We need more specific goals and objective for projects, also wonder if some of these 

need to be larger such as regional response models and what those will look like, how to 
activate mutual aid in a streamlined fashion. 

22. Support of a Type 3 IMT in the southern part of the state.  Management level 
Leadership training. 

23. Job duties at the chief level should be political with emphasis on what best serves the 
community/region.  Making communities safer, fiscal accountability, regionalization.  
Training future leaders should take place in-house through defined career ladders.  The 
association needs to be making the fire service better for the region, not simply focusing 
on "leaders". 

24. Follow through on sub committees  
25. Volunteer recruitment, retention, and Volunteer Professionalism   
26. Need for greater collaboration, unity, and strong purpose 
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APPENDIX 2:  Survey Comments on Governance 
The following are responses to the open ended survey question: 

Given your preference for the Association, please provide some general 
guidance/insight into how you feel the Board should govern.  To be effective, please 
have your response include commitment, suggested committees, and other rules of 
engagement. 

 

1. Understand the mission, establish areas of responsibility and provide clear purposeful 
direction followed by a return and report system.  

2. It is after all a "social club…" 
3. ….the officers need to establish a clear outline of what the Association is going to 

consider, presentations that have quality and if there are proposals they are complete 
and have outcomes included.  We have enough committees, they are not functioning 
as committees and we do not have leadership from the Chiefs to drive the 
committees. Most of the committees are just one person who brings info to the 
meetings and there is no direction. All we hear from committees is "we need direction 
from the Chiefs" - that is because there are no chiefs involved and for the most part 
there are only a few organizations participating anyway.   

4. I think the governance is actually in good shape. I would have the sub-committees 
(Safety, Training, EMS etc. fall under the Assoc. Bylaws as opposed to their own. 

5. Each agency should be represented on a ratio basis, ie, larger dept. have more reps 
6. The committee needs to empower and stand behind and next to committees so that 

those committees have value 
7. Positions should be a one year commitment for each position.  The Vice chair should 

ascend to the chair position the following year.  The past chair should be available as 
advisor.   

8. Contract of commitment, executive committee, PAC, Health and Wellness, credentials 
9. The Association as a whole is made up of one large municipal department, large fire 

districts, small fire districts and volunteer departments.  The Board needs to be 
committed to reaching out to all departments and make an asserted effort to include 
everyone.  There are several departments in Pima County that are not part of the 
Association.  I feel we need to reach out to them and extend an invitation to join and 
keep them engaged.   

10. This Board should not "govern" but rather serve as a resource for the agencies 
represented. It should speak with one loud voice on behalf of the agencies in regard to 
legislation, training standards, and legal issues. Examples of where we could effect 
change are automatic aid, wildland and legislation regarding revenues and annexations. 
The PFC role is currently reporting and blessing the work of others rather than taking 
action and achieving results. 



13 
 

11. This is a voluntary group.  Too much oversight and power resting within a certain subset 
of individuals leads to exclusiveness and less participation.  The same two or three 
individuals running several different meetings within the local area creates tension.  
There should be term limits, max number of boards or committees an individual can sit 
on, etc. 

12. The governance model is functional, but needs to be expanded to include sub-
committees.  To many sub-committees have non-decision makers leading them and this 
is ineffective.  In addition, these committees need advocates of rank who can take 
concerns, issues, and needs back to the membership and get answers.  These 
committees also need guidance and mentoring as they work to meet the needs of the 
organization.   

13. Training committee, Health and Safety, SOP committee, mutual/auto aid agreements.  
Roberts rules of order, staggered terms and having more participation from the Fire 
Chief level 

14. I think the way the board is governing now is appropriate. New direction in goals, 
direction, and what we can do more for the community is required.  

15. We need much more involvement from the membership whether it is an enhanced 
committee structure or more diversity on the Board.  

16. Expanding through subcommittees for the collection and analysis of data in various 
aspects that will impact the fire service; incorporate a liaison to the NFPA to gain 
information and data that statistically shows the needs of the region 

17. The Executive Committee should have more oversight/involvement with sub groups 
such as PITC, Southern Arizona Safety Officers and Fire Marshals. Two year commitment 
per position is appropriate for EC. Local legislative committee focusing on local/regional 
issues affecting fire service/personnel.  

18. Somehow have more solid commitments to the working groups/sub committees with 
measurable outcomes 

19. . Re-Do the mission statement, it doesn’t give much direction and seems inward looking. 
20. The board should govern with the best interest of the region in mind 
21. The board should be comprised of the leader of the respective organizations, the 

committees can be comprised of ANY person(s) the respective agency feels could benefit 
the association with their knowledge/expertise.  Departmental rank should play no role 
in the committees. (This is where the leadership development comes into play)   

22. Each committee is tied to a board position that rotates every 3 years.  No board member 
should be too entrenched in a single committee. 

23. Committees should be in the areas of:  

a. Operations   

b. Training (fire) and standardization  

c. EMS Training and standardization 
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 d. Regional health and safety (shared resource)  

e. Apparatus: common unit specs, best practices   

f. Equipment: common specs, repair  

g. Supplies: shared costs, economies of scale  

h. Dispatch: best practices, shared resources  

i. Electronics: shared resources and knowledge 

 j. Operating platforms: CAD, ePCR, cardiac monitors, communications  

k. Community Outreach (schools, fall prevention, Pima County Public Health)  

l. Prevention/inspection services  

m. Data Management: clearly defined and identified benchmarks, regional statistical 
analysis (dispatch times, survival rates, ALS/BLS calls, ambulance turn times, structures lost, 
etc.)" 

Have similar by laws for subcommittees, such as SAEMS does with their subcommittees.   

Somehow have more solid commitments to the working groups/sub committees with 
measurable outcomes 

We should be set up with all areas represented on the Board Volunteer, Combination, Career 
etc. and we all should be considered Professionals 

 


