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ExecutiveSummary

Faced with the challenge of an ewdrangingpresent and an ambiguous futurim terms of the
utilization of volunteers as a majocomponent of staffingemergency service organizations, the
Volunteer and Combination Officers Section of the International Association of Fire Chiefedstepp
forward to conclusively identifghe problemsand begn plotting the coursefor longterm solutiors.

VCOS Chairman Timothy S. Wall called for a National Volunteer Summit to be held, and the
2NHIF yATFiA2yQa o02FNR 2F RANBOG2NR O2y@SySR |
represented the gamut of ESO& terms of size anduhdingt from around the country. As a result,
major deficiencies of the current systemere identified, and work has continued order to formulate
practical, rational and durable solutions that will ensure the success of the emergency response sector
for the foreseeable future

Justification for convening the Summit tsased onthe continuousdecline of communityminded
individuals who are not only willing but also able to sacrifice their time to be trained to the professional
standards that are merited bgll emergency service organizations. The life of a volunteer firefighter or
EMS member requires enormoutexibility and sacrifices that impact their personal and, often,
professional ires until many of these issues are addressed, the number of volustegailable will
continue to decrease.

The solutions produceffom the Summit are achievable and can be replicated across a broad spectrum
of ESOs and are compatible even among demographically dissimilar communities. The components
identified include:

f Cambilites & Competenciesc ¢ KS O dzZNNBoy-@l-NJa&di1S&d <OK YSGiI K2R 2 7F
credentialing results in a burdensome process that negatively impacts the goal of maintaining a
thriving and vibrant volunteer membership.

Action ¢ A training system basedn defined community risk thais competency based to
include a minimum standard of certification for all first responders is critical.

1 Community Relationshipg ESOs must increase the involvement of local community partners to
determine current capabiliés and future needs. A clear tweay system of communicating with
the public is needed.

Action ¢ A comprehensive community relations template needs to be developed by the VCOS
for local officials to determine emergency protection requirements.

1 Recruitmentand Retention of Organizational MembeiSESOs need proven methods to recruit
members based on best practicascluding information, resourcegnd awareness of how to
ensure a more diverse and inclusive workforce. Higlforming leadergecognize thatreating
a productive workplace that encourages individual growth, motivatesnbers and provides
them with an environment that satisfies their individual needs is one of the keys to success.
Additionally, leaders have to foster an organization that emagas diverse membership.
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Action ¢ Identify and develop criteria for retaining and recruiting best practices that can be
replicated by other organizations.

9 Organizational Structure; Current delivery mods| bylaws and organizational rules can be
perceived as outdated and entrenched in traditions that obstruct efficiencies and the provision
of professional servicegire protection in North America is not organized on a consistent basis.
Depending on geographic Ia@@n and political boundariesESOs are not structured using a
universally accepted model. There is a significant lack of strategic planning for the future needs
of the community ESOsindfirst responders

Action ¢ Develop and provide model programs foB@& governance, financial operations,
strategic planning and citizen risk reduction.

1 Legislation & Regulationg Current lave and regulations, both at the state and federal leyel
create impediments to the sustainability of volunteer ESOs. Many legislative bodies are not
familiar with the needs of volunteer staffing and lump all ESOs intocategory. Each ESO
staffed with volunteers requirglegislation designed witthe volunteers in mind. This is not to
say that organizational or performance standards shouldessened but the implementation
of standards needs toecognizethe significantstaffing component differences. Standards and
regulations must be scalable based comnunity needs. One size does not fit all.

Action ¢ Engage the IRS in discussion about modifications to regutatémarding volunteer
compensation.

1 Reputation Management; This is the foundation of viable ESOs. Members of ESOs are held to a
high standard and trust must be maintained. The ESO aital membership are extremely
vulnerable to public oversigland backlash

Action ¢ Identify and acquire begractice case studies, existing educational toasd
resources to assist local ESi@ the development afeputation management and crisis response
plans.

1 FireBased Emergency Medical Serviced'he provision of EMS has long been a function of
ESOsbut more than ever it is at the forefront afhallenges faced witlthe demand for
increasedservices. Issues rgarding scope of practice, deplogmt, response workload, funding
and others create challenges for ESOs that must be addressed in a proactive manner.

Action ¢ Research and gather information from ESOs that have been delivenreggency
medical servicesuccessfully within their communitieand compile bespractice resources
based ontheir system design policies and procedures, response practices, deployment
strategies, etc.

The challenges facing ESOs and the communities they serve require admigdgtment of resources.
The commitment must be aggressiand immediate or the viability and sustainability of volunteer
staffed ESOwwill be in dire jeopardy. Ignoring the future of individuaESGrt at all levels of
government will result in the degradaton of the quality of life throughout our country

Emergency Services Consulting 2
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Leadership Message
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Officers Section
Dear Friends and Colleagues,

| believe it can be generally agreed that all fire & emergency services personnel share two
objectives We are all dedicated to protecting the lives and property of those we serve, and we
are equally dedicated to ensuring that at the end of the day everyone goes home. How
departments continue to achieve those objectives with the ewmereasing erosion oftaff and
resources is a dilemma vare all facing.

Some years ago, the Volunteer & Combination Officers Section (VCOS) of the International
Association of Fire Chiefs (IAFC) determined that developing a strategic plan to address the
challenges facing Wnteer EmergencyService @anizations (Ephad to become a priority.
Without a strong and achievable lotgrm plan, our industry would not be sustainable and the
delivery of public safety would be in crisis.

Our first foray into the development of langterm strategy was with the 2004 publication of

the Blue Ribbon Reporreserving and Improving the Volunteer Fire SerVibis document set

out the many challenges facing volunteer fire departments (ESOs which utilize volunteers in
their service delery model), including lack of resources and lack of volunteers. This was
followed in 2006 by the publication of the White Ribbon Rep#&iteping the Lights on, the
TrucksRunning and the Volunteers Responding.

Departments differ so drasticallysize, sructure, human resources, location, services offered,
and so on are unique to each departmeniThe bottom line is thatdespite budget cuts,
recruiting shortages, lack of equipment and a thousand other challenges, every day each of our
ESOs finds a way ¢t the job done.

A team of almost 150 dedicated individuals met in Washing/€, in March 2011 to begin
work on a new stratagem for the future of the volunteer fire service. Hundreds of hours of work
over the following months conducted by teleconface and facdo-face work sessions
identified the multiple challenges confronting volunteer ESOs.

2SS NP y2¢ NBIRe (2 Il dzyOK SA3IKG &/ KFftSyasSaé
next few years. We intend this to be the beginning of a newoénasponsibility, expertise and

professionalism with the ultimate goal of assuriigit our ESOs are the best they can be. Our
report, to be delivered as a strategic plan, is not the culmination, it is the starting point. We

Emergency Services Consulting 3
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know that further dedication ad commitment will be required to implement the goals, but we
believe we can do that with your participation.

The process of arriving at consensus and determining the best route to take for our final
strategic plan was difficult, but we hope this documevili set the pace for the future and will
serve as a roadmap to the future for all of us.

Thank you to the IAFC Board of Directors for their support. Thank you to the delegates who
shared their insight. Thank you to Emergency Services Consulting bealafor their
guidance and expertise in formulating this plan. Most important is a thank you to our ESOs who
continue to serve their communities with pride, duty and commitment.

Respectfully,

Fire Chief Timothy S. Wall
Chair, Volunteer & Combinatiddfficers Section
International Association of Fire Chiefs

Emergency Services Consulting 4
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Strategic Planning Process

One of the keys to a successful development and implementation of a strategic plan is to
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and most dynamicstep inthe development of this plan occurred on March 17, 20When
VCOS convenalmost150 leaders of volunteer and combination departments with the idea of
constructing a blueprint for the future. At this Sumntie attendeeswere divided into work

groups wih each focusing on draft Challenge Statemenhat had been crafted to initiate the
dialog and process that wouldiefine the current state of the volunteer/combination

environment and create critical tasks and performance measurements to address these

challenges. The VCOSummit Steering Groumontinued to dialogue, meetand confer
throughout theyearwhile interactingwith the attendeesall in an effortto take theconcepts
and energyfrom the Summit andurther refine the thoughtsandideasto form the framework

for the plan

LG 41 a
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reviews. This was accomplished, and the various inputs are reflected in the process flowchart
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ChallengeStatements andStrategiclnitiatives

Challenge 1: Capabilities & Competencies

The currentad G S+ OK T 2 Méthodf of traiNilgaahdi éredentialing is resulting in a
burdersomeprocesshat is impacting the goal of maintaining a thriving and vibrant volunteer
membership. In addition, state reciprocity of credentials is inconsistent or nonexistent, and
creates an additional training burden for volunteer firefighters who move a®tade lines.

A new strategy is needed that is:

T

1
1
1

Incrementabased on local community risks and needs
Portable nationally
Competency based

Defines a minimum standard f@mergency services organizatiotimat is accepable,
realistic, and applicable

We believe there should be a national classification system for Departments and individuals
based on a cafeteria approach where each community can choose modularized capabilities and
support modularized training programs at the appropriate level for theitip#ar needs.

Emergency Services Consulting 8
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Initiative 1A: Review current national model firefighter professiona
development standardsand recommendrevisions to those
standards to provide an incrementalapproach to training
based oncommunityrisk.

Timeline 2013- 2018

Responsibility VCOS Task Force

Lead

Collaborators NFR, IAFC, IAFF, NVFC, ISFSI, NAFTD
Critical Tasks

1 Createatask force of appropriate stakehads to review current standards

1 Identify the standards that would be appropriate for the purposeci#ating a phased
credentiaing system

Define model community types by risk (i.e. rural, suburban, urban)

Develop a ristbased modulacredenialing system foNFPA 100based on the model
community types

1 Secure national acceptandsy stakeholder orgamationsand adoption of the phased
credentialingsystem

== =4

Performance Indicators:
1 Number of standards revised in accordance with VCOS goals
1 Number of volunteers gaining professional certification
1 Volunteer retention rate

Qutcome:

Development of a national modular credentialing system (to include training, certification and
recertification) that is scalable and is recognized and utilized by all stakeholder entities.

Emergency Services Consulting 9
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Initiative 1B: Establisha system omhational recognition and reciprocity for

all firefighter professional development standards

Timeline 2014- 2017
Responsibility
Lead VCOS ask Force
Collaborators: IAFC, NVFOSFA, NAFTRFPA|SFSI, IFSAC and PROBOARD
Critical Task:
1 Identify the impediments to achieving national recognition of firefighter professional

standards

Engage state training directors and stakeholders develop solutions to the
impediments

Secure the commitment ofccrediting organizations ansdtate training ageness to
accept reciprocity of other state training credentials

Develop systems and procedures to enstgeiprocityof firefighter credentials

Performance mhdicators:

1
1

Number of certifications for which reciprocity is granted
Number of states acceptingciprocity from other states

Qutcome:

All statesand jurisdictiongecognize training documents and credentiadsndividuals that are
recognized byther states and jurisdictions

Emergency Services Consulting 10
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Initiative 1C Develop modular model curriculum for leaders of volunteer
staffed ESOs

Gather information to establish minimum knowledge, skills, attribuysesl abilities required to
provide guidance, directigrand management for a volunteer/combination emergency Servi
organization (ESO) in a professional manner.

Timeline 2012¢ 2014

Responsibility VCOS Task Force

Lead

Collaborators IAFC, NVFC, USFA, NAFTD, NFPA, ISFSI
Critical Task:

9 List the skills and attributes of a quality leader of voluntE&Osvho will manage and
develop quality staff and improve personnel recruitment and retention

Identify and review existing leadership development programs and publications

Select and/or modify those programs that best support the development of the
identified skills and attributes

== =4

1 Develop delivery systems to provide training to the target audiences
1 Evaluate delivered training to ensure participants find value in the programs

Performance Indicators:
1 Number of ESO leaders participating in training
1 Qualityof the training as expressed by participants

QOutcome:

Leaders oESOsinderstand the challenges of leading a dynamic and diverse volunteer/
combination forceand are better prepared to address those challenges

Emergency Services Consulting 11
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Initiative 1D Identify, develop, and deliver training that is appropriate fd
on-line, computerbased delivery

-S

Timeline 2014- 2017

Responsibility VCOS Task Force

Lead

Collaborators USFA, NFA, NVFC, ISFSI, NAFTD
Critical Bsks:

1 Review firefighter curriculum andlentify training that can be delivered using-bne
computerbased technology versus that which should be delivered in the classroom or
drill ground

Modify the curriculum as needed to facilitate dine delivery
Identify available programs ready fdelivery.

Develop oAline content for those programs not currently available
Identify and acquire needed hosting services and support

Gain acceptance nationally of technoldggsed training/eduation methods with
stakeholders

= =4 4 A4

Performance Indicators:
1 Number of programs developed
1 Percentage of ESO personnel utilizinglioe training
1 Number of credentialing agencies acceptinglioie training

Outcome:
Quality training is offered in a form and format that increases its availability to ESO personnel.

Emergency Services Consulting 12
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Initiative 1E: Develop an odine repository (VISION*) to archive
reference information, model programs, and other material
available to ESQs

Timeline 20122012
Responsibility VCOS Task Force
Lead

Collaborators IAFC

Critical Bsks:

1 Identify available systems that can bsed as the o#line repository

1 Calculate server space requirements based on the amount of material expected to be
archived on the site

1 Develop and implement site search protocols so that specific material needad B$O
can be easily found and downloaded

1 Identify the person or persons who will be responsible for ongoing system maintenance,
vetting of material to be included, and archive management

1 Advertise the availability of the site to ESOs

1 Develop a follomup mechanism to determine user satisfaction wth SION (i.e,,
surveys, personal interactions) and modify as appropriate

Performance Indicators:
1 Number of documents archived on the site
1 Number of ESO personnel accessing and downloading material fronteghe s
1 Quality of the resource as expressed by users

Outcomes:
Leaders of ESOs have a-@b@p source of resources they can download and adapt based on
G§KSANI 2NEBI y AT Iisiableto/pfbiide yoSnSaknaum distributibn{of material it
collectsand/or develops to assist its members.
* VISION- Online Repository:
VCOS
Information

System
Integrating

Optimal
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Networking
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I Challenge 2: Community Relationships

ESOs haveot been particularly successful in developing an effective partnewsitiptheir
communites Many ESOs do not provide regular information to the community about its needs,
abilities, and typsand levels of service. Without clear, comprehensive, and consiatentay
communication between the ESO and the commumtisundertandings can develop, the
public will not be fully aware of the needs of the ESO, nor can the public fully appreciate the
limitations on the service delivery capabilities of the ESO. Without an understanding of the
delivery system, the public is not alblemake intelligent choices about cost of service versus
benefits received.

@ Emergency Services Consulting 15
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Initiative 2A: Develop tools and training to support the creatiorand

sharing of information describing community risk and fir
service capabilities

D

Timeline 2013¢ 2015
Responsibility VCOSask Force
Lead
Collaborators CPSE, USFA, CSFA, IAFC
Critical Tasks
1 Identify information that is most useful to the public to help them evaluate service type,

== =4
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capability, cost, return on investmenand impact on firensurance premiums
Review existing formats for the presentation of information (i.e. Standards of Cover)

Develop templates that package information in formats that are readily understood by
the public
Post templates and other resources ¥nSION
Develop and deliver training on:
o Preparation and usef the templates

o Presenting the information to the public
o Evaluation of and response to community feedback

Performance Indicators:

T

1
1
il

Number of tools and resources archived on the site

Number of ES@ersonnel accessing and downloading tools and information
Number of ESO personnel attending training

Quality of resources and training as expressed by users and attendees

Qutcome:

ESOs have useful information and tools that allow them to accurately lessarvice
capabilities and limitations, opportunities for improvement, and the benefits to be gained by the
investment.

Emergency Services Consulting 16
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Initiative 2B: Develop tools and training for use by ESOs to assist with
improving communications marketing, andto increase public
awareness of services

Timeline 2013- 2013
Responsibility VCOS Task Force
Lead

Collaborators USFA, NVFC, IAFC
Critical Tasks

1 List the elements of a successful public information and relations pragram
1 Identify public information and relatiortsaining programs most suitable for ESOs

1 Create sample policies for electronic media including:
o Social media
o Photography and video (helmet cam)
o Others

1 Create sample media kits for:
0 Public education

Staffing

Capabilities

Annual reports

Funding needjustification

O O oo
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1 Createguidelines for the development of a strategy for marketing B#Qo the
community.

1 Post all resources, templates, and other tools\or§ O N.

Performance Indicators:
1 Number of tools and resources archived on the site

1 Number of ESO personnel accessing and downloading tools and information
1 Quality of resources as expressed by users

Qutcome
ESO leaders have the knowledge and tools they tee@velop effective public relations and
awareness programs

Emergency Services Consulting 17
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Initiative 2C: Develop and deliver publieducation to reduce unnecessary
responses
Timeline 20122012
Responsibility VCOJ ask Force
Lead
Collaborators USFANACO, NLC, NSO, IACP, N3i&le EMS organizationHTSA
Critical Tasks
w Obtain and revievexistingsuccessfup-1-1 abuseprevention programs delivered to the
public.
w Develop public education programs to be delivered nationally by YCOS
w Develop modepublic education programs that can be handed off to ESOs
w ldentify and acquire funding to support program development and delivery
w Deliver the program to state and local entitigsd post toVISION

Performance Indicators:
1 Number of tools and resourceschived on the site
1 Number of ESO personnel accessing and downloading tools and information
1 Quality of resources as expressed by users
1 Percentage of legitimate requests for services versus total responses

QOutcome:

The public is able to make good choiebsut when to call 4-1 for assistance and when to
seek other sources of help

Emergency Services Consulting 18
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I Challenge 3: Recruitment

ESOseedprovenmethods to recruit members based on best practicesluding information,
resourcesand awareness of how to ensure a more diverse and inclusive workforce. In addition
to the operational skills usually targeted when recruiting, there is also a need to attract new
members who bring specialized, roperational skills to the organizatiom this manner, the
organization can adapt to societal changes and improve its ability to compete for new members
in a highly competitive volunteer market.

Additionally, some voluntedrased emergency services organizations continue to use fraternal
selecton processes and fail to adopt a modern business model for volunteer selection. This can
place the organization at risk for potential legal action related to discrimination and unfair
hiring practices.

High performing leaders and managers recognizat tspecialized skills in their agency are
necessary for creating a productive workplace. The mixture of differences and similarities each
member brings to the workplace strengthens our ability to accomplish our mission. Diversity is
not limited to ethnidty or gender. Embracing diversity goes far beyond the limits of equal
employment opportunity and affirmative action. Embracing our varied talents and abilities
empowers each individual to be heard and participate equally in whatever activity, process,
department, or administrative structure one chooses to engage in.

Emergency Services Consulting 19
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Initiative 3A: Develop, acquire, and providea variety of recruitment
resourcedo assist ESOs improve recruitment practices

Timeline 2014 ¢ 2014

Responsibility VCOS Task Force

Lead

Collaborators IAFCNVFC, USFAYHRAIAFF

Critical Tasks:
1 Identify and develop what constitutesracruitmentbest practice

1 Seek out and evaluate successfidcruitment best practice documents on diversity
recruitment

1 Post gathered information and resources hSI1ON

Performance Indicators:
1 Number of tools and resources archived on the site
1 Number of ESO personnel accessing and downloading tools and information
1 Quality of resources as expressed by users

Qutcome

ESOsre conducting recruitment in a legally defensible manner resulting in the attraction of
high quality and diverse candidates.

Emergency Services Consulting 21
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Initiative 3B: Develop and make available model job descriptions for
standardized fire service positions

Timeline 2014- 2016

Responsibility VCOS Task Force

Lead

Collaborators NHRA, NVFC, IAFC, IAFF

Critical Tasks:

w Develop a list of standard job titles where uniform competency models are available (for
example, fire suppression, public education, fundraising, .etc.)

w Develop model job descriptions for each identified position
w Post the model job descriptions on tMSION

Performance Indicators:
1 Number of tools and resources archived on the site

1 Number of ESO personnel accessing and downloading tools and information
1 Quality of resources as expressed by users

QOutcome:

Greater consistency is achieved in the definition of various ESO positions facilitating improved
retention and crosgurisdictional recognition of training certification.
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Initiative 3C: Create atool for ESOs to review their recruitment procedures
to ensure the recruitment of a qualified and diverse
workforce.

Timeline 2014- 2016

Responsibility: VCOS Task Force

Lead

Collaborators IAFC, IAF€CHuman Relations Committee, NVFC, IAFF, USHRA

Critical Tasks:

T

== =4

Develop a list of all legally required and organizationally desirable attributes that define
GRAODSNEAGERE
Identify recruitment best practices that attract qualified and diverse applicants

Develop an assessment tool to review loggéncy recruitment practices against
identified best practices

Develop and provide recruitment procedures to organizations that do not have formally
established programs

Post resource developed material ®1SION

Performance Indicators:

1
il
il

Number of toolsand resources archived on the site
Number of ESO personnel accessing and downloading tools and information
Quality of resources as expressed by users

Qutcome

ESOs are conducting recruitment in a legally defensible manner resulting in the attraction of
high quality and diverse candidates.
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I Challenge 4: Retention of Organizational Members

It is critical for organizations to retain qualified members and maintain organizational unity. The
inability of an organization to maintain experienced staffingreases risks to the individual
member as well as increases the risk to the community as a whole. The lack of data necessary to
guantify why volunteer members are leaving emergency services organizations makes it difficult
to identify the local and nationatends that affect volunteebased staffing.
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