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LETTER FROM CHIEF SCHNEIDER
It is my pleasure to present the Kent Fire Department Regional Fire Authority (KFDRFA) Strategic Plan. The 
Strategic Plan is a five-year plan that will be updated annually to remain a current updated five-year Strategic 
Plan. 

The Strategic Plan is a result of months of effort and input from all divisions of the department. Additionally, 
incorporated into the documents are the results of a civilian personnel organizational survey; a firefighter 
personnel organizational survey; a 2014 internal stakeholder’s organizational survey; and a 2014 external 
stakeholder’s organizational survey. 

The Strategic Plan will create a very clear course of action that will incorporate performance measures to 
ensure continuous improvement of the Kent Fire Department RFA. 

The Plan is centered on four Goals: 

 � Better serve our changing population; 

 � Strengthen our use of data and technology; 

 � Effectively manage our resources and plan for long-term sustainability and resiliency; and

 � Cultivate an environment of excellence, respect, and fun. 

Incorporated into the plan are action steps, short-term and long-term objectives, with tactics and Performance Management Considerations that will 
enable the department to create continuous quality improvement. 

It is critical that as an organization we have a vision and commitment of what our residents and department personnel want our organization to look 
like in the future. The incorporation of the Goals of the Strategic Plan will provide the conduit for our annual work plans and future annual budgets. 

I want to thank the department’s Executive Team and Strategic Planning Committee who helped create the Strategic Plan that will guide our organization 
as we meet the challenges of tomorrow and the needs of today.

The Kent Fire Department RFA embraces continuous quality improvement. There is a statement that can remind all of us of how important continuous 
quality improvement is for our sustainability. The statement reads: Good Enough is the Enemy of Excellence. 

Jim Schneider

Fire Chief
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KFDRFA firefighters working to put out a fire.
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INTRODUCTION
The Kent Fire Department Regional Fire Authority (KFDRFA) provides superior 
fire suppression and Emergency Medical Services (EMS) to our response 
area and is the largest emergency management agency in the region 
responsible for emergency planning, prevention, mitigation, response, and 
recovery activities. The KFDRFA is committed to its Mission of “professionally 
and compassionately helping people.” We do this by evolving to meet the 
changing needs of our community and protecting individuals, families, 
homes, and businesses from emergencies caused by fire, accidents, health 
issues, and disasters. 

The KFDRFA has experienced significant change and growth in the recent 
past. In early 2014, the SeaTac Fire Department joined the KFDRFA through 
contract. The KFDRFA now protects the cities of Kent, SeaTac, and Covington 
as well as King County Fire District 37. This response area now encompasses 
more than 60 square miles and nearly 175,000 residents of all ages and 
economic standings, and from varied cultural and linguistic backgrounds.

Since 2004, the Kent Fire Department RFA has been accredited by the 
Commission on Fire Accreditation International (CFAI) and is committed to 
its model of continuous quality improvement through performance measures 
and benchmarks based on industry standards and best practices.

UPDATE TO THE 2013 STRATEGIC PLAN
This 2015 Strategic Plan is a major update to a plan completed in 2009 
and updated in 2013. While some themes and goals are present in each of 
these iterations, they are presented in this most current update in a revised 
framework side by side with new issues that reflect the agency’s current 
challenges and opportunities. 

STRATEGIC PLANNING PROCESS
The KFDRFA’s strategic planning process was designed to create a plan that 
is compelling enough to inspire the organization, constructive enough to 
provide guidance, and practical enough to be realized. To accomplish this, 
the planning process included multiple integrated efforts throughout the 
summer and fall of 2014.

While the planning effort was guided by the Kent Fire Department RFA 
leadership, the majority of the work was conducted by the Strategic Planning 
Committee, with support and facilitation provided by BERK Consulting. 
Greater detail on the efforts described below can be found in the Appendices.

Left: an Aerial Ladder Truck, a key piece of equipment that helps maintain low insurance costs for the community.  Right: Color Guard members at attention.
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Situation Assessment
The Kent Fire Department RFA’s strategic planning process began with an 
intensive effort to gather input from staff and stakeholders, and to identify 
key issues to address in the Strategic Plan update.

Interviews were conducted with 13 targeted stakeholders to gain their 
frank and honest opinions about the KFDRFA’s strengths, challenges, and 
strategic opportunities. The interviews involved candid conversations with 
key partners and collaborators of the KFDRFA, and included representation 
from the Kent Fire Department RFA Governance Board; the Kent Police 
Department; the cities of Covington, SeaTac, and Kent; King County Medic-
One, Tri-Med; and Valley Communications.

Community Engagement
A crucial input to the strategic planning process for the KFDRFA is the 
community attitudes and perceptions on specific attributes of the RFA. 
Community Attributes, Inc. fielded a telephone survey of more than 575 
registered voters in the KFDRFA service area, and asked respondents to 
share their opinion of the RFA, their service priorities, and their preferences 
related to funding options. Results were examined in total and by sub-area, 
looking at differences among residents of Covington, Kent, and SeaTac. 

Staff Engagement 
Staff engagement sessions were an important element of the planning 
process, as they helped identify a range of key issues to be addressed 
in the Strategic Plan. The summary results and recommendations of two 
related efforts were reported to the Planning Committee for inclusion in 
the plan. Janet May of Sound Employment Solutions conducted interviews 
with civilian employees about their individual work teams and solicited 
suggestions for improvement. Dr. Robert McKenzie of the Center for Systems 
Integrity conducted interviews with fire personnel to identify key issues and 
opportunities particular to uniformed personnel.

Following the development of draft Goals and Action Strategies, the Strategic 
Planning Team distributed an all staff online survey designed to solicit input 
on implementation steps for the draft Goals and Action Strategies. Forty-five 
staff shared their opinions via the survey, meaning about 30% of the total 
organization contributed to the Strategic Plan when added to the number 
of individuals involved in the Planning Committee. Survey responses were 
reviewed and new ideas for implementation steps were incorporated by the 
Planning Committee.

Well trained members of the KFDRFA use alternative fire extinguishment methods and minimize structural damage.
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CURRENT TOPICS AND CRITICAL ISSUES

The following sections discuss the forces of change affecting the Kent Fire 
Department RFA and frame up some of the critical issues that must be 
addressed in this Strategic Plan.

ENVIRONMENTAL CHANGES

Changing Demographics and Calls for Service
Since the formation of the KFDRFA in late 2010, the total population of the 
RFA’s fire service area grew by 3% or nearly 5,000 people, with the City of 
Kent accounting for about two-thirds of the increase. Population growth is 
expected to continue, particularly within the City of Kent. Exhibit 1 highlights 
population growth in the Kent Fire Department RFA service area.

Exhibit 1 Kent Fire Department RFA Service Area Population

Source: Kent Fire Department RFA, 2014.

Exhibit 2 displays the average annual growth rates for Kent and its 
surrounding communities from 2000 to 2011. The city of Kent is growing at 
a rate higher than the County’s overall rate, but similar to its neighboring 
cities of Burien and Renton. The city of SeaTac has a growth rate similar 
to the County overall, but significantly slower than some of its neighboring 
cities.  

Exhibit 2 Compound Annual Growth Rate  
of South King County Cities, 2000-2011

Source: Washington State OFM, 2014; BERK, 2014.

In addition to rapid population growth, the composition of the South King 
County community is changing rapidly. This evolution of our service base 
is something that individual KFDRFA members and the organization as a 
whole must embrace as we learn more about new cultures, ethnicities, and 
religions and how best to serve all of our residents, business owners, and 
visitors.

Exhibit 3 shows the most common languages spoken in Covington, Kent, 
and SeaTac, highlighting that nearly half of SeaTac and a third of Kent’s 
population do not speak English as their primary language at home. The 
KFDRFA considers the rich ethnic and cultural diversity of our service area 
to be one of South King County’s greatest strengths. However, this diversity 
also poses real operational challenges in terms of effectively engaging with 
and responding appropriately to the needs of everyone in the community we 
serve. 

Exhibit 3 Primary Language Spoken at Home, 2010

Source: American Community Survey, Five-year average for 2006-2010; BERK, 2014.

Note: Asian and Pacific Island languages include Vietnamese, Chinese, 
Japanese, Korean, Cambodian, Miao/Hmong, Thai, Laotian, and Tagalog. 
Indo-European languages include French, Italian, Portuguese, German, 
Yiddish, other West Germanic Languages, Scandinavian languages, Greek, 
Russian, Polish, Serbo-Croatian, other Slavic languages, Armenian, Persian, 
Guajarati, Hindi, and Urdu. 

Service Area
2011 

Population
2014 

Population
Change in 

Growth
Percentage of 
Total Growth

Covington 17,640              18,480             840              18%
Kent 118,273            121,400           3,127           66%
SeaTac 27,110              27,620             510              11%
Fire District 37 5,598                5,888               290              6%
Total 168,621 173,388 4,767          100%
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Changing Calls for Service
As with other fire departments nationally, the aging of our community 
and increased effectiveness of public education and fire prevention 
efforts contribute to changes in our calls for service. Call volume related 
to emergency medical services and non-medical assistance services 
have increased, while calls for hazardous materials and fire have either 
decreased or remained steady. 
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Source: KFDRFA, 2014.

Exhibit 5 2013 Call Volume by Category

Source: KFDRFA, 2014. Note: Does not include SeaTac calls for service.

As depicted in Exhibit 4, from 2008 to 2013, demand for service-related 
calls (calls for non-emergency medical, non-fire assistance) increased by 
14%, while EMS calls increased by 7%, calls related to hazardous materials, 
explosions, and other related incidents diminished by 27%, and fire-related 
calls remained relatively flat.

In 2013, emergency medical service calls made up an overwhelming 
majority of our total calls for service, as shown in Exhibit 5. KFDRFA 
personnel, facilities, and equipment play dual roles in the community. They 
are ready and able to respond quickly and effectively to both fire and medical 
emergencies. 

Exhibit 4 Kent Fire Department RFA Call Volume by Category 2008 – 2013
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POLITICAL AND ECONOMIC ENVIRONMENT 

Fire Benefit Charge Funding System 
In April 2010, voters approved the use of the Fire Benefit Charge (FBC) 
funding system. This two-part funding method balances general purpose 
taxes and a user fee charged to buildings based on risk and need for service. 
Voters will be asked to renew this critical funding source in April 2016, 
making this a key strategic issue for the organization in the coming years. 
Our most important strategy in this regard is simply to continue to provide 
high-quality and efficient services that meet the needs of our service area.

2014 Perception Survey
As noted on page 3, in 2014 Community Attributes, Inc. (CAI) conducted 
a telephone survey of registered voters in the Cities of Kent, SeaTac and 
Covington. The survey was designed to capture community attitudes 
and perceptions on specific attributes of the RFA. The survey showed 
that residents within the Kent Fire Department RFA service area consider 
response to fire emergencies to be the primary mission of the RFA, with 
maintaining response times seen as the organization’s most important goal. 
Quality training ranked second and emergency response for medical service 
ranked third.  Exhibit 6 shows the full range of survey responses.

Total Most Important Goal

37%
Maintaining quick response times throughout the response 
area

17%
A high quality training program for all firefighter and civilian 
personnel

12%
Maintaining existing funding to support current service 
levels, including emergency response for medical services

12%
Maintaining safe and suitable equipment, fire apparatus and 
stations in the community

9%
Maintaining existing funding to support community outreach 
programs that reduce unnecessary requests to 911

3% Maintaining the department's professional accreditation

Exhibit 6 Most Important Goal for the Kent Fire Department RFA  
According to Survey Respondents

Source: Community Attributes Inc., 2014.

Through the survey, CAI found that most residents have favorable 
opinions of the KFDRFA, view its role as critical to keeping communities 
safe, and see the RFA as playing important roles in community 
engagement and education. The survey highlighted, however, that 
those positive views are not connected to voters’ perceptions of the 
RFA’s governance or accreditation. To cultivate community appreciation 
for the Fire Authority model and the value of accreditation, as well as 
passage of the 2016 FBC renewal, CAI recommended that the KFDRFA 
communicate the important linkages between the RFA’s ability to keep 
the community safe and its efficient and effective governance and 
funding.

Chief Schneider recognizing a citizen for a medical intervention.
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INTERNAL AND ORGANIZATIONAL ISSUES

One RFA
Since the merger with the SeaTac Fire Department in January 2014, staff 
and leadership of the two organizations have worked together to become one 
department – “one RFA” – with shared operational standards and policies 
and a unified organizational culture. This work, which is seen as critical 
to strengthening the current organization and laying a solid foundation for 
future growth of the Kent Fire Department RFA, is a key issue addressed in 
this Strategic Plan.

Aging Workforce
Our workforce is aging, with many of our employees eligible for retirement 
today or within the next several years. This Strategic Plan responds to these 
challenges by strengthening our health and wellness program, which is 
designed to make sure our personnel are physically fit and prepared for the 
demands of the job, and focusing on succession planning and the cultivation 
of our next generation of leaders.

KFDRFA members, family, and friends volunteering time for Toys for Joy delivery during the holidays.
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MISSION, VISION, AND CORE VALUES

The Kent Fire Department Regional Fire Authority operates under a set of governing statements that guide everything from long-term planning to day-to-day 
operations and interactions with RFA personnel and the communities we serve. 

Mission
Professionally and compassionately helping people.

Vision
We will cultivate an environment of excellence, respect and fun.

Core Values
 � Be safe

 � Do your best

 � Serve with integrity

 � Take care of each other

The Kent Fire Department RFA Honor Guard.
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MANAGING FROM THIS PLAN

Budgeting & Planning Implementation

Evaluate 
Progress and 
Look Ahead 
Five Years

Identify 
Priorities  

for Coming 
Year

Develop Draft  
Workplan and 

Budget

Review, 
Revise,  

and Submit

Review, 
Request  

Changes, and 
Adopt

IMPLEMENT  
AND TRACK PROGRESS

Leadership Team

Leadership Team + 
Program Managers

Leadership Team + 
Program Managers

Chief

KDRFA Governance 
Board

TEAMACTIONS

This Strategic Plan establishes a framework for ongoing planning and action. 
Action Strategies (lettered items on pages 10-11), Implementation 
Steps (numbered items on pages 10-11), and Tactics describe the real 
work to be done to advance the aspirations captured by each of this Plan’s 
four Goals. 

As shown in Exhibit 7, the organization will manage from this plan in annual 
implementation planning cycles. Each cycle will involve evaluating progress, 
scanning the environment, looking five years to the future, and establishing 

priorities, work plans, and budgets for the coming year that align to the 
long-term aspirations and strategies established in this document. This 
ongoing planning process marries the flexibility needed to respond to 
emerging needs and opportunities with a consistent framework and long-
term goals. In addition to budget and workplanning documents, the RFA will 
use a separate Implementation Matrix to record specific action steps, 
timelines, roles and responsibilities, and performance metrics.

Leadership team, Program 
Managers, Workgroups + 
Operations Staff

Exhibit 7 Strategic Planning Process
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SUMMARY OF GOALS  
AND ACTION STRATEGIES

GOAL 1 GOAL 2

A. Expand and Strengthen Our Public 
Education Efforts

B. Strive to Reflect and Connect with the 
Diverse Community We Serve

C. Plan for and Promote the Benefits of 
Regionalization

A. Evaluate the Feasibility of Becoming a 
Regional Data Analysis Service Provider

B. Plan for Data and Technology Services to 
Meet the Department’s Future Needs

BETTER SERVE A CHANGING 
POPULATION

STRENGTHEN OUR USE OF DATA 
AND TECHNOLOGY

Action Strategies with a ) involve community engagement. 
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GOAL 3 GOAL 4

A. Make Optimal Use of Capital and 
Operating Budgets to Efficiently Meet the 
Needs of the Community

B. Ensure Renewal of the Fire Benefit 
Charge Funding System

C. Consider Long-Term Revenue Generation 
Plans and Options

D. Formalize a Long-Range Planning 
Program

E. Strengthen the KFDRFA’s Ability to Serve 
the Community Following a Significant 
Disaster

A. Establish Effective Processes and 
Systems for Internal Communications

B. Promote a Productive, Innovative and 
Inclusive Workplace

C.  Encourage a Healthy Workforce

D. Establish Professional Development 
Pathways and Strengthen Succession 
Planning

EFFECTIVELY MANAGE OUR 
RESOURCES AND PLAN FOR 
LONG-TERM SUSTAINABILITY  
AND RESILIENCY

CULTIVATE AN ENVIRONMENT OF 
EXCELLENCE, RESPECT, AND FUN 
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GOAL 1. BETTER SERVE A CHANGING POPULATION

As our community continues to grow, it continues to change. These changes 
have implications for how the KFDRFA serves its residents. With this Goal, 
we will examine and refine our approach to engaging with our evolving 
community.  This examination includes our public education efforts, our 
reflections of and connections to the increasingly diverse community we 
serve, and opportunities for continued regionalization of services to meet 
the changing needs of our service area. 

We will expand and strengthen our public education program, using data 
to inform and target our efforts to reach all members of our community and 
make the most effective use of limited resources. We will leverage the efforts 
of our Governance Board and Citizens Advisory Committee to this end, as 
well as tools such as social media and our webpage, which are increasingly 
important ways of engaging with our communities. As we grow our public 
education program, we will evaluate the benefits of fusing the three pillars 
of fire prevention, emergency management and public health education, 
seeking to break down these silos that may be meaningful categories to 
fire professionals but create barriers to engaging effectively and seamlessly 
with members of the public. 

Our service area is increasingly rich in ethnic and cultural diversity and 
we recognize that the KFDRFA can better reflect and connect with the 

populations we serve. South King County’s ethnic and cultural diversity is 
one of the community’s most attractive qualities; it also provides significant 
challenges in terms of being able to successfully engage all residents within 
the service area. We will focus on building trust with specific populations 
by reducing cultural and language-based barriers, developing relationships 
with key partners, and promoting diversity in leadership and hiring practices. 
We will also continue to build upon the success of our FD CARES program 
and connect residents to the right type of service for their needs. 

In a time of decreasing resources and increasing demands for service, 
further regionalization has the potential to improve fire and EMS services 
in South King County, especially for small communities with limited 
resources. We will continue to plan for and promote the benefits of 
regionalization, learning from our experience in merging the Kent and 
SeaTac fire departments, sharing information about the potential benefits 
of regionalization and actively evaluate and plan for ways to expand the 
RFA to provide more efficient and effective services to the South King 
County population. Opportunities for consolidation may exist in training, fire 
prevention, fire suppression and EMS, data analysis (also addressed in Goal 
2), investigations, logistics, apparatus purchasing and maintenance, FD 
CARES, public education and explorer programs.

Emergency Management and Public Education working together at the ShoWare Center.



KENT FIRE DEPARTMENT REGIONAL FIRE AUTHORITY. STRATEGIC PLAN 2015.  

13 ADOPTED NOVEMBER 19, 2014  

A. Expand and Strengthen Our Public Education 
Efforts

1. Expand our public education program and evaluate the possibility 
of fusing the three pillars of our public education programming: 
Fire Prevention, Emergency Management and Public Health.
a. Create a subcommittee with representation from public 

education, emergency management, fire prevention, operations/
hazmat and public health to explore opportunities for 
collaboration.

2. Focus public education efforts through the use of data.
a. Use current demographic data to understand our community 

and identify large language and cultural groups to target in 
public education efforts. 

b. Research practices of fire departments of similar size that have 
a data-driven public education program.

c. Focus fire prevention and CPR education in areas of 
substandard response times to help reduce fire and loss of life.

d. Focus public education around facilities with higher than 
normal response demand, seeking to reduce the need for 
emergency response.

e. Use the National Fire Incident Reporting System (NFIRS) data 
to identify the top ten reasons people call 9-1-1 and align 
education efforts to those key issues.

 � Establish an annual review cycle to understand changing 
trends and evaluate the benefits of this approach. 

f. Create a template to track the positive impacts of public 
education programs.

3. Strengthen the ability of the Governance Board and the Citizens 
Advisory Committee (CAC) to act as ambassadors to the KFDRFA 
at public events.

a. Re-vitalize community outreach program for our Home Owners 
Associations and other community neighborhood groups.

b. Better utilize the RFA website to introduce Governance Board 
and CAC members and encourage members of the public to 
provide feedback via the Committee. 

c. Create a calendar of events for Governance Board and CAC 
members to sign up for public events.

4. Use social media and our webpage to connect with different 
community groups.
a. Create ways for non-English speakers to access online 

information about the RFA. 

b. Work with IT or a consultant to strengthen our use of social media.

c.  Assign staff to join and follow social media streams dedicated to 
specific communities, including non-English speaking groups.

B.  Strive to Reflect and Connect with the Diverse 
Community We Serve

1. Raise awareness of employment opportunities to ensure we are 
reaching all potentially interested candidates.
a. Raise awareness of hiring opportunities among individuals 

with diverse cultural backgrounds and language abilities by 
leveraging all department public education efforts and reaching 
out to: 

 � Community groups

 � Religious organizations

 � Fraternal organizations

 � Colleges and technical schools

 � High schools 

 � Washington State Council of Fire Fighters Joint 
Apprenticeship Training Committee

b. Develop a brochure for Career Day that is available in multiple 
languages.

2. Strengthen the KFDRFA’s ability to connect with diverse members 
of our community by cultivating leadership, staff, and volunteer 
capacity and strengthening relationships with key community 
partners. 
a. Develop a cadre of interested staff to serve as community 

liaisons and internal trainers, compensating them for their role.

b. Recruit volunteers with language and cultural skills who can 
help the RFA develop relationships with underserved community 
groups in coordination with our existing public education 
program. See recruitment strategies listed above in item B1.

c. Expand the chaplaincy program to include a more diverse 
population of ethnic and religious groups.

d. Create an advisory committee of peer leaders, subject matter 
experts and sponsor agency representatives to guide the RFA in 
this effort.

 � Use language- and culture-specific media to recruit for 
the committee and to communicate committee outcomes. 
The committee could include members from the following 
communities: 

 » Human and housing services

 » Public health

 » Faith-based organizations

 » Volunteer organizations

)

)

)

)
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3. Ensure all KFDRFA staff and volunteers are prepared to engage 
appropriately with members of our diverse communities. 
a. Expand cultural awareness and sensitivity training for all RFA 

personnel and volunteers.

b. Stay current with best practices in engaging with diverse 
communities. 

c. Provide cultural awareness and sensitivity training. Try to use 
the “train the trainer” model, leveraging skilled and interested 
staff identified in 2a, above.

d. Share experiences, lessons learned and challenges.

4. Build on and continue to support the FD CARES Program.
a. Provide the appropriate level of response to non-emergent 911 

requests for medical service with the objective to connect the 
patient to the correct care facility, at the correct time, at the 
correct costs, which meets the goals of the Affordable Care Act.

b. Connect frequent users of the 911 system to the appropriate 
resources to provide the correct medical care and improve 
patient outcomes.

c. Explore the expansion of FD CARES services in South King 
County (Zone 3) (also see C3, below).

d. Promote FD CARES through a multilingual approach.

C.  Plan for and Promote the Benefits of 
Regionalization

1. Identify and evaluate the synergies and cost savings created by 
formation of the KFDRFA and the contractual consolidation with the 
SeaTac Fire Department.
a. Adopt streamlined business practices to help measure 

performance and evaluate processes pre- and post-
regionalization through key performance metrics.

b. Establish an annual review cycle to evaluate changing trends 
and the benefits of consolidation.

2. Communicate the benefits of regionalization to partners,  
stakeholders, staff, and neighboring districts.

a. Hire a Government Relations Manager to serve as a liaison 
with city governments, promote collaboration and potential 
regionalization, and support renewal of the fire benefits funding 
system. 

b. Use the “Emergency Responder” newsletter and social media 
outlets to continually reinforce the benefits derived from 
regionalization with different benefits identified by 
division in each issue.

c. Create an educational presentation specifically for elected 
officials and community leaders so they have the tools to speak 
to the benefits of regionalization in an informed and accurate 
manner.

3. Offer a menu of services available to neighboring districts on a 
contract basis. Such services could include:

 � Fire Training

 � Fire Prevention 

 � Fire Investigation

 � Logistics and apparatus purchasing and maintenance 

 � FD CARES

 � Public Education

 � Explorer Programs

 � Technology support and data analysis (see Goal 2, Strategy A)

4. Plan for future expansions of the KFDRFA.

a. Develop lessons learned from the Kent/SeaTac consolidation 
that can be used for reference in future consolidations.

b. Establish tools and methods to anticipate and plan for 
operational shifts that occur with future expansions. 

)

) )
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Performance Management Considerations
Performance measures will be tracked in the following areas, with as many 
as possible designed to allow a comparison of pre- and post-regionalization 
performance.

 � Service performance

 » Response times

 » Efficiency of service

 » Unit reliability 

 � Service demand

 » Incidents per 1,000 in population

 � Cost of service

 » Cost per capita by community type

 » Cost per firefighter

 » Cost per incident

 » Capital costs

 » Labor costs per incident 

 � Quality/effectiveness of service

 � Customer satisfaction

 » External customers

 » Internal customers

 � Safety evaluation

 » Effective response forces

 » Time to second in response unit

Budget Considerations
 � Expanding public education will require increases to the budget. 

Creating partnerships with local organizations and making more 
effective use of existing resources will slow the rise of costs 
associated with expansion.

 � Additional funds may be needed for illustrations, translations and 
to improve the overall impact engagement opportunities. We can 
seek additional grant funding to enhance diversity efforts and public 
education outreach opportunities. 

 � Future contracts for service (see C3) could generate additional 
revenues for the RFA. 

Performance Management

Each Goal in this Strategic Plan includes a short description of 
considerations for performance management. As the RFA develops 
annual implementation plans to advance portions of this Plan, specific 
performance measures will be developed to measure, evaluate, and 
communicate progress. Where possible, these metrics will align with 
measures used by CFAI during the accreditation process and will allow 
for benchmarking with comparable accredited fire agencies.
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GOAL 2. STRENGTHEN OUR USE OF DATA AND TECHNOLOGY

Given the rapid pace at which emerging technologies create opportunities 
for fire and EMS providers to improve their service provision and make it 
more efficient, it is critical that we remain a forward-thinking organization, 
thoughtfully evaluating and applying beneficial innovations. 

Recognizing that the challenges and opportunities presented by changes in 
technology apply to all fire departments, we will evaluate the feasibility of 
becoming a regional data analysis service provider, determining whether 
there is an opportunity to build on our strengths and scale to provide 
regional services in this area. Key steps in this process will be surveying 
surrounding fire districts to see if this service is of interest, and performing 
a robust analysis of whether it makes pragmatic sense for us to enter into 
this business.

In addition to thinking regionally, we need to plan for data and technology 
services that meet the department’s future needs and consider the 
implications of regional service delivery if it is determined to be a likely 
path forward. We will assess the benefits and challenges associated with 
operating an independent IT division and develop a Data and Technology 
Plan. This Plan will assess our current and longer-term needs and guide us 
in deploying new technologies, eliminating redundant or unnecessary data 
entry and tools and improving our capacity for data-driven decision making.

The vehicle used for FD CARES, an alternative service delivery model.  
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A. Evaluate the Feasibility of Becoming a Regional 
Data Analysis Service Provider

1. Determine if and where the KFDRFA can expand as a regional data 
analysis service provider.
a. Survey surrounding fire service agencies to understand if there 

is a need for data and technology service from surrounding Fire 
Districts.

b. Perform a cost-benefit analysis to understand if the costs of 
providing service outweigh the benefits.

2. If warranted, develop a Business Plan to move forward with service 
provision.

B. Plan for Data and Technology Services to Meet 
the Department’s Future Needs

1. Assess data and technology needs, regionally and for the KFDRFA, 
including functionality, support, and training.

2. Evaluate the feasibility of having independent IT operations. 
a. With the help of an IT consultant, perform cost-benefit analysis to 

understand if the costs of being independent outweigh the benefits 
and to understand the balance between cost and reliability.

 � Determine the resources needed to form a stand-alone IT 
infrastructure.

 � Determine appropriate staffing for a stand-alone IT Division.

 � Compare costs with current contract for IT and proposed 
stand-alone operations.

 � Compare costs with additional work of regionalization with 
benefits of increased functionality and reliability.

b. If warranted, develop a Business Plan to move forward with 
service provision.

3. Develop a Data and Technology Plan to position the KFDRFA for the future. 
a. Important projects to consider may include:

 � Evaluating “software as a service” and Cloud services.

 � Developing a data warehouse plan.

 � Developing standard reporting formats that work for the RFA 
and other fire departments in compliance with chapter 52.33 
RCW.

 � Evaluating software options for fire incident reporting.

 � Leveraging 800 MHZ radios to utilize function buttons for time 
stamps and more accurate data.

 � Conducting lifecycle analysis for new capital plans and 
reconciling those results with the budget.

Performance Management Considerations
 � Cost of IT services

 � Reliability of service

 » Number of hours/days down

 � Effectiveness of service

 » Customer satisfaction survey

 � Standardization of service

 » Number of platforms used

 � Speed of service

 » Average wait times

Budget Considerations
 � Funding will be needed for the evaluation of IT programs and any 

changes or upgrades made.

Fire plan review and code enforcement rely on new technologies.
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GOAL 3. EFFECTIVELY MANAGE OUR RESOURCES AND PLAN FOR LONG-TERM 
SUSTAINABILITY AND RESILIENCY

The Kent Fire Department Regional Fire Authority works hard to be a 
responsible steward of public funding, recognizing that public trust is 
reliant on our ability to control costs, optimize investments, manage risk 
and plan for the future. 

First, we recognize that we have to make optimal use of capital and operating 
budgets to efficiently meet the needs of the community. We commit to 
continuous improvement and the frequent refinement of our systems, 
processes and performance to maximize the value of our available operating 
and capital resources. We will provide staff training and cultivate a culture 
that rewards efforts to cut costs and increase operational efficiencies while 
maintaining effectiveness. We will also make smart decisions when it comes 
to investing capital dollars in apparatus and facilities.

In addition to focusing on reducing costs and increasing efficiencies, 
we need to ensure renewal of the fire benefit charge funding system, 
maintaining the key revenue source that allows us to provide quality services 
to our community and to keep up with growth in our service area. The system, 
consisting of a fee and a tax, returns to the ballots for voter renewal in 

2016 and the KFDRFA is committed to engaging with voters to help them 
understand the value of the services the RFA provides to the community. 

In addition to this core funding source, the KFDRFA must look ahead and 
consider long-term revenue generation options that will allow the RFA 
greater flexibility in times of economic pressure. We will consider long-term 
revenue generation plans and options, inventorying and prioritizing different 
possibilities. 

By establishing a program of long range planning, the KFDRFA can better 
identify  probable future impacts to emergency service delivery and evaluate 
methods that maintain or improve levels of service.

This Goal also addresses our need to strengthen the KFDRFA’s ability to 
serve the community following a significant disaster. We will strengthen 
our capacity to plan for, respond to and recover from disasters by developing 
and maintaining current plans for the continuity of operational capacities 
and key decision making.

KFDRFA firefighters work to extinguish a house fire.
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A. Make Optimal Use of Capital and Operating 
Budgets to Efficiently Meet the Needs of the 
Community

1. Train staff and apply time and cost-saving principles to all divisions 
for evaluation of process improvements.

2. Reform the apparatus purchasing and facility investment decision 
making processes.
a. Examine “best practices” related to emergency services need 

and the type and size of apparatus we are deploying in the field.

b. Examine the cost drivers for apparatus design and create cost/
benefit analysis on the cost drivers.

c. Develop a cost-benefit analysis process for lease versus buy 
options.

d. Use recommendations from the “best practices” examination for 
the apparatus replacement schedule to plan for future growth.

3. Explore the benefit of shared operational facilities within the 
service area that enhance service while creating economies of 
scale to lessen financial impacts.

B. Ensure Renewal of the Fire Benefit Charge 
Funding System

1. Explore the political feasibility of renewing the KFDRFA’s fee and 
tax system in the current climate.
a. Solicit community feedback from customers, home owners 

associations and neighborhood group meetings.

b. Measure the support of the Governance Board.

c. Work with leaders in Kent and Covington to determine the best 
timing for reauthorization of the Fire Benefit Charge Funding 
System that does not compete with other ballot issues at the 
city or county level.

2. Raise community awareness about the excellent service the 
KFDRFA delivers every day and proactively communicate with the 
public to keep them informed about our accomplishments and 
challenges. 
a. Provide updates in the Emergency Responder newsletter.

b. Regularly update the website with accomplishments.

c. Have direct interaction with the public to share updates.

d. Develop a handout that Operations staff can leave with 
those that call for service.

C. Consider Long-Term Revenue Generation Plans 
and Options

1. Inventory and prioritize long-term funding options.
a. Options for consideration include:

 � Direct service fees on hazmat or other heavy resource 
deployment calls through the business itself or insurance. 

 � Public safety bonds or council bond for infrastructure 
needs to soften the increase in the fire benefit charge in 
the short term.

 � Fire impact fees across the entire service area as this 
would allow development to pay for the impacts of service 
increases at the time of construction for capital needs.

 � Funding from community health care providers to support 
FD CARES. 

)

Moving in for final fire extinguishment.
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D. Formalize a Long-Range Planning Program

1. Develop policy and process to govern the KFDRFA long-range 
planning. 

a. Identify each plan needed, including its purpose and 
relationship to and/or impact on other agencies.

b. Establish best practices of planning that meet the requirements 
of Washington State and other agencies establishing standards 
for the fire service, as well as the needs of the RFA.

c. Develop methods to effectively communicate the RFA’s plans 
and planning efforts with stakeholder agencies.

2. Improve working relationships with other municipalities and 
special purpose districts that are required to plan under the GMA.

a. Establish specific staff guidelines and responsibility for 
establishing and maintaining working relationships.

E. Strengthen the KFDRFA’s Ability to Serve the 
Community Following a Significant Disaster

1. Implement mitigation measures to protect both structural and non-
structural assets. 

2. Develop a Continuity of Government Plan.

3. Align internal Continuity of Operations Plan with surrounding 
districts and fire jurisdictions.

Performance Management Considerations
 � Annual report of revenue by source.

 � Level of service improvements created through plan implementation.

 � Stakeholder satisfaction regarding the working relationships between 
the KFDRFA and stakeholder agencies.

Budget Considerations
 � Establishing an organizational culture of planning will require 

staffing and consultants with specific expertise. These resources are 
short-term investments that will reduce the future cost of unplanned 
impacts. Additional funding may be required to develop this 
planning program with the goal of recouping these costs through the 
implementation of fees on development. 

)

KFDRFA governance in action.
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Firefighters preparing to remove interior smoke by venting the roof.
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GOAL 4. CULTIVATE AN ENVIRONMENT OF EXCELLENCE, RESPECT, AND FUN

As a public safety agency that relies on trust and teamwork, communication, 
productivity, and professionalism are critical components to our success. 

Communicating effectively is challenging given the dynamic nature of 
our organization, with shifts operating 24 hours a day through the week 
and a large number of specialized divisions. To address these challenges, 
we will work to establish effective processes and systems for internal 
communications, identifying tools and processes to increase consistency 
in the transmittal of actions and orders and developing an Information 
Management Plan to clarify how we store and share information.

We will make deliberate and proactive efforts to promote a productive, 
innovative and inclusive workplace. This Strategic Plan and the Vision, 
Mission, Values, and priorities it contains will provide an important 
foundation, helping us build a cohesive organization that is focused on what 
is most important.  

As our staff ages, it is critical that we encourage a healthy workforce. 
This Goal focuses on increasing participation in strengthened health and 
wellness programs. While these programs require organizational and 
individual investments of resources and time, we recognize the long-term 
returns they will pay, helping keep us healthy, energized, and productive.  

Our success and sustainability as an organization rests on the foundation 
established by the last item in this Strategic Plan. To do well in the future, 
we need to work now to establish professional development pathways and 
strengthen succession planning. We must contine to invest in and leverage 
the capabilities of our staff and cultivate a new generation of leaders who 
will guide the organization into the future.

The KFDRFA recognizes it is never too early to recruit for future firefighters at a community event.
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A. Establish Effective Processes and Systems for 
Internal Communications

1. Review and identify tools and processes to increase consistency 
in how actions and orders are communicated throughout the 
organization.

2. Develop an Information Management Plan.
a. Map how information is currently stored and distributed among 

personnel.

b. Establish clear guidelines for what information will be stored 
where, with clear roles and expectations for personnel to follow.

c. Ensure employees have appropriate and easy access to 
frequently used and important information.

d. Share best management practices for email to help ensure that 
staff identify and read priority messages.

B. Promote a Productive, Innovative and Inclusive 
Workplace

1. Build one RFA culture with engaged and empowered staff aligned 
around the Vision, Mission, Values and priorities established in this 
Strategic Plan.
a. Use the finalization of the Strategic Plan to promote the RFA’s 

Vision, Mission, Values and current strategic priorities.

b. Establish a process to regularly recognize staff members who 
exemplify organizational Values through specific actions.

c. Establish methods, pathways and training related to fostering 
greater individual and team participation in organizational 
direction. 

d. Create a recognition program for ideas that are implemented in 
the organization to foster innovation and encourage recognition 
of innovation.

e. Open training and education opportunities to non-traditional 
formats that may better engage staff.

f. Create designated mentorship programs similar to the 
department apprenticeship program, to foster a more engaged 
and better prepared workforce.

g. Create more opportunity for the “Leadership University” or other 
leadership pathways through mentoring and other confidence 
building programs to encourage leadership skill development.

2. Develop a functional chart or primary responsibilities chart that 
defines the responsibilities of all civilian employees within their 
unit or division. 

3. Establish a stakeholder committee that will develop and 
recommend internal solutions to the Fire Chief for issues raised by 
civilian employees and recommend communication improvements 
for all civilian employees. 
a. Publish findings of the committee along with policy to guide the 

change in relationships between employees.

b. Policy should include rules for how civilian personnel are 
integrated into leadership, team, and committee participation 
and overall representation within the organization.

4. Review the RFA’s standards and guidelines relating to civilian dress 
attire and recommend changes to the Fire Chief.

C. Encourage a Healthy Workforce

1. Increase the membership in department health and wellness 
programs, by meeting staff interest, addressing barriers and 
providing incentives to participate. 
a. Survey all members of the department regarding interests and 

barriers to health and wellness programs.

b. Explore grant opportunities to expand health and wellness 
programs.

Firefighters practice best methods of vehicle extrication.
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D. Establish Professional Development Pathways 
and Strengthen Succession Planning

1. Identify career pathways and essential skills for each step of the 
pathway and encourage individual participation and feedback for 
both civilian and uniformed staff.
a. Firefighters:

 � Follow and enhance the current department apprenticeship 
program.

 � Expand professional development opportunities for 
firefighter, engineer, and officer development.

b. Civilian employees:

 � Provide a comprehensive orientation for new civilian 
employees encompassing department mission, culture and 
communications and exposure to operations.

 � Establish a professional development program to prepare 
civilian employees for leadership roles in their career 
paths.

2. Identify and leverage skill sets that members of the department 
have based on past job experience or education.

3. Appoint an ad hoc committee to develop recommended policies to 
advance succession planning for essential positions. 

Performance Management Considerations
 � Increased participation of staff in health and wellness programs by 

5% each year to reach 60% participation within five years.

 � Reduced costs associated with injuries, confirming a positive return 
on investment in employee health and wellness

 � Staff survey on the effectiveness of internal communications.

Budget Considerations
 � While health and wellness programs require ongoing investments, we 

hope to reduce related disability expenditures in the long-term.

 � Implementation of new programs to address inclusivity and 
succession planning will require investments.

Always prepared, water and rope rescue teams work together to rescue a victim.


