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Introduction 
Los Alamos Fire Department (LAFD) provides fire suppression, emergency medical services, 
basic and technical rescue, hazardous materials mitigation, aviation rescue and firefighting, 
fire prevention, fire inspection and investigation, public education, and domestic 
preparedness planning and response to Los Alamos County.  The LAFD is consistently 
working to achieve and/or maintain the highest level of professionalism and efficiency on 
behalf of those it serves, and thus contracted with the Center for Public Safety Excellence 
(CPSE) to facilitate a method to document the agency's path into the future via a 
“Community-Driven Strategic Plan” with the intent of meeting the goals of the LAFD. The 
following strategic plan was written in accordance with the guidelines set forth in the CFAI 
Fire & Emergency Service Self-Assessment Manual 8th Ed., and is intended to guide the 
organization within established parameters set forth by the authority having jurisdiction.   

The CPSE utilized the Community–Driven Strategic Planning process to go beyond just the 
development of a document.  It challenged the membership of the LAFD to critically 
examine paradigms, values, philosophies, beliefs and desires, and challenged individuals to 
work in the best interest of the “team.”  Furthermore, it provided the membership with an 
opportunity to participate in the development of their organization’s long-term direction 
and focus.  Members of the agency’s external and internal stakeholders’ groups performed 
an outstanding job in committing to this important project and remain committed to the 
document’s completion.   

This strategic plan, with its foundation based in community and membership input, revisits 
the agency’s pillars (Mission, Values, and Vision) and sets forth a continuous improvement 
plan that offers a road map for justifiable and sustainable future. 
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Organizational Background 
The County of Los Alamos is divided up across four 
mesas at an altitude of 7355 feet, the Barranca Mesa, 
North Mesa, Los Alamos Mesa and South Mesa, along 
with the connecting communities at the base of the 
mountain. 

The Los Alamos Fire Department (LAFD) was originally 
organized under the Manhattan Project in April 1943 and initially 
served the community with 7 civilian firefighters and 25 volunteer firefighters. Military 
services took over operations in September of that year and provided fire protection until 
1989 when governance was transferred from the United states Department of Energy 
(DOE) and the United States Atomic Energy Commission to The Council of the 
Incorporated County of Los Alamos, the governing body of Los Alamos County. 

Today’s LAFD is the second largest career fire department in the state of New Mexico 
operating in the smallest county in New Mexico at 109 square miles. The department 
provides fire suppression, technical rescue, emergency medical services, hazardous 
materials response, fire inspection, fire investigation, and public education services by 
150 career personnel (139 uniformed) from 5 stations. The LAFD is an ISO Class 1 rated 
agency responding to 2000 annual calls for service and operates under a Cooperative 
Agreement (CA) with DOE and the National Nuclear Security Administration, with the 
majority of its funding and equipment provided through that accord. Nearly 18,759 
people live within a forty-mile radius of Los Alamos with the Los Alamos National 
Laboratory being the largest employer in the County. People commute each day to work 
at the Laboratory and other large businesses in the public and private sector - traveling 
from Northern New Mexico, Santa Fe and the Albuquerque metro area, nearly doubling 
Los Alamos population of 18,000 during a typical work week.   
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Organizational Structure 
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Definition of a Community-Driven Strategic Plan 
The fire service has entered into a very competitive evolutionary cycle.  Public demands 
continue to increase, while dollars and other resources continue to shrink.  These trends 
place increased pressure on the modern fire service manager, policymakers, and staff to 
develop ways to be more effective and more efficient.  In many cases, the public is 
demanding the accomplishment of specific goals, objectives, and services with fewer 
resources.  To work more efficiently with available resources, organizations must 
establish their direction based on constructive efforts while eliminating programs that do 
not serve the community.    

To ensure that community needs were incorporated, the Community–Driven Strategic 
Planning process was used to develop this strategic plan.  Businesses employ this type of 
process to identify market trends, allowing the service provider to focus resources while 
reducing risk and wasted effort.     

What is a Strategic Plan?  

It is a living management tool that:   

 Provides short-term direction  
 Builds a shared vision  
 Sets goals and objectives  
 Optimizes use of resources  

Effective strategic planning benefits from a consistent and cohesively structured process 
employed across all levels of the organization.  Planning is a continuous process, one with 
no clear beginning and no clear end.  While plans can be developed on a regular basis, it is 
the process of planning that is important, not the publication of the plan itself.  The 
planning process should be flexible and dynamic, with new information from community 
members, like-providers, and life changes factored in appropriately.     

Community-Driven Strategic Planning creates a platform for a wide range of beginnings.  
The approach comes to life by being shared, debated, and implemented in the context of 
organizational realities.   

Successful organizations, from government agencies to Fortune 500 companies, have 
recognized that attaining community focus is essential.  Aware of this necessity, public 
safety agencies must strategically plan how they will deliver high-quality products and 
services to the public through better, more efficient and less expensive programs.    

“What we have to do today is to be 
ready for an uncertain tomorrow.” 

 

Peter F. Drucker, 
 Professor of Social Science  
 and Management 
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Once their strategic goals are established, agency leaders must establish performance 
measures, for which they are fully accountable, to assess and ensure that their 
departments and agencies are, indeed, delivering on the promises made in their strategic 
plans.  Goodstein, Nolan, & Pfeiffer define strategic planning as   

a continuous and systematic process 

where the guiding members of an organization make decisions about its future, 

develop the necessary procedures and operations to achieve that future, and 

determine how success is to be measured.1 

The U.S. Federal Consortium Benchmarking Study Team goes on to explain that to fully 
understand strategic planning, it is necessary to look at a few key words in the strategic 
planning definition:   

 continuous refers to the view that strategic planning must be an ongoing process, 
not merely an event to produce a plan;   

 systematic recognizes that strategic planning must be a structured and deliberate 
effort, not something that happens on its own;   

 process recognizes that one of the benefits of strategic planning is to undertake 
thinking strategically about the future and how to get there, which is much more 
than production of a document (e.g., a strategic plan);   

 guiding members identifies not only senior unit executives, but also employees. 
(It also considers stakeholders and customers who may not make these decisions, 
but who affect the decisions being made.);  

 procedures and operations means the full spectrum of actions and activities 
from aligning the organization behind clear long-term goals to putting in place 
organizational and personal incentives, allocating resources, and developing the 
workforce to achieve the desired outcomes; and   

 how success is to be measured recognizes that strategic planning must use 
appropriate measures to determine if the organization has achieved success.   

Most importantly, strategic planning can be an opportunity to unify the management, 
employees, and stakeholders through a common understanding of where the 
organization is going, how everyone involved can work to that common purpose, and 
how progress and levels will measure success.   

                                                 
1 Federal Benchmarking Consortium. (1997, February). Serving the American Public: Best Practices in 
Customer-Driven Strategic Planning 
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Where Does the Community Fit into the Strategic Planning Process?  

For many successful organizations, the voice of the community drives their operations 
and charts the course for their future.  A "community-driven organization" is defined as 
one that 

maintains a focus on the needs and expectations, both spoken and unspoken, 

of customers, both present and future, 

in the creation and/or improvement of the product or service provided.2 

Again, it will be useful to use the U.S. Federal Consortium Benchmarking Study Team’s 
definitions of the specific terms used in the above definition:   

 focus means that the organization actively seeks to examine its products, services, 
and processes through the eyes of the customer;   

 needs and expectations means that customers' preferences and requirements, as 
well as their standards for performance, timeliness, and cost, are all input to the 
planning for the products and services of the organization;   

 spoken and unspoken means that not only must the expressed needs and 
expectations of the customers be listened to, but also that information developed 
independently "about" customers and their preferences, standards, and industry 
will be used as input to the organizational planning; and   

 present and future recognizes that customers drive planning and operations, 
both to serve current customers and those who will be customers in the future.   

Performance Assessment  

Implied within every stage of the planning process is the ability to determine progress 
made toward the goals or targets set.  This assessment ability is a monitoring function 
that simply tracks activities.  It may be as simple as a “To Do List,” or as complicated as a 
plan of action with milestones and performance measures.  Also implied within the 
planning process is the ability to measure effectiveness of the actions taken in the 
conduct of the organization's business.  

                                                 
2 Federal Benchmarking Consortium. (1997, February). Serving the American Public: Best Practices in 
Customer-Driven Strategic Planning 
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The Community–Driven Strategic Planning Process Outline  

The specific steps of the process are as follows:  

1. Define the programs provided to the community.  

2. Establish the community’s service program priorities.  

3. Establish the community’s expectations of the organization.  

4. Identify any concerns the community may have about the organization.  

5. Identify the aspects of the organization that the community views positively.  

6. Revise the Mission Statement, giving careful attention to the services and 
programs currently provided, and which logically can be provided in the future.  

7. Revise the Values of the organization’s membership.  

8. Identify the Strengths of the organization.  

9. Identify any Weaknesses of the organization.  

10. Identify areas of Opportunity for the organization.  

11. Identify potential Threats to the organization.  

12. Identify the organization’s critical issues. 

13. Identify the organization’s service gaps. 

14. Determine strategic initiatives for organizational improvement. 

15. Establish realistic goals and objectives for each initiative.  

16. Identify implementation tasks for the accomplishment of each objective.  

17. Determine the Vision of the future.  

18. Develop organizational and community commitment to accomplishing the plan.  
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Process and Acknowledgements 
The Center for Public Safety Excellence (CPSE) acknowledges Los Alamos Fire 
Department’s external and internal stakeholders for their participation and input into the 
Community–Driven Strategic Planning Process.  The CPSE also recognizes Fire Chief 
Hughes for his leadership and commitment to this process.    

Development of the LAFD’s strategic plan took place in August 2014, during which time 
representatives from the CPSE and the LAFD held an open meeting where members of 
the public, or external stakeholders, were invited.  Input received from the meeting 
revolved around community expectations, concerns, and other comments about the 
agency.  The agency and the CPSE expresses a special ‘thank you’ to community members 
who contributed to the creation of this strategic plan, as it was truly a team effort.  Those 
present at this meeting were as follows:   

Table 1: Los Alamos Fire Department’s External Stakeholders 

Shawn Amburgey Brenda Andersen Tracy Baros Anita Barela 

Dick Beaudoin Steve Boerigter Marla Brooks Kat Brophy 

Steve Bublitz Harry Burgess Libby Carlsten Denise Cassel 

Gina Coluzzi Cathy Crane Joe D’Anna Michael Duvall 

Rob Farris Suzette Fox Andy Fox Bill Gentile 

Tim Glasco Laura Gonzales Dan A. Gonzales Justin Hazen 

Julie Williams Hill Linda Hull Alan J. Turner David Jolly 

Charlie Kalogeros-
Chattan 

Martha Katko Sheriff Marco Lucero Steve Lynne 

Doug MacDonald Nirmalen Martell Deborah Martinez Ed McDaris 

Nancy Partridge Sara Pasqualoni Melissa Paternoster Helen Perraglio 

Dina Quintana Barb Ricci Melissa Romero Daniel Sena 

Dino Sgambellone Steve Shaw Philo Shelton Mel Tafoya 

Justin Teo April Wade Susan Williams Lisa LaPointe 

Connie Salazar    
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Community Group Findings 
A key element of the LAFD’s organizational philosophy is having a high level of 
commitment to the community, as well as recognizing the importance of community 
satisfaction.  Therefore, the agency invited community representatives to participate in a 
meeting focusing on the community’s needs and expectations of the agency.  Discussion 
centered on the present service programs provided, and on priorities for the future.  

Community Priorities    

In order to dedicate time, energy, and resources on services most desired by its 
community, the LAFD needs to understand what the customers consider to be their 
priorities.  The external stakeholders were asked to prioritize the programs offered by 
the agency through a process of direct comparison.  

Table 2:  Community Service Program Priorities of the Los Alamos Fire Department 
 

PROGRAMS RANKING SCORE 

Emergency Medical Services 1 395 

Fire Suppression 2 333 

Rescue - Basic and Technical 3 333 

Wildland Firefighting 4 278 

Hazardous Materials Mitigation 5 233 

Fire Prevention 6 167 

Domestic Preparedness Planning and Response 7 134 

Aircraft Rescue and Firefighting 8 133 

Fire Investigation 9 103 

Public Fire / EMS Safety Education 10 96 
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Community Expectations 

Understanding what the community expects of its fire and emergency services 
organization is critically important to developing a long-range perspective.  With this 
knowledge, internal emphasis may need to be changed or bolstered to fulfill the 
community needs.  In certain areas, education on the level of service that is already 
available may be all that is needed.  Following are the expectations of the community’s 
external stakeholders:   

Table 3:  Community Expectations of the Los Alamos Fire Department 
(verbatim, in priority order) 

1. Be knowledgeable of both EMS and fire suppression and be able to demonstrate 
knowledge when called upon in the line of duty. All personnel trained/certified with 
the highest national knowledge, skills, and abilities. 

2. Respond quickly and efficiently to all emergencies. Response times under 4 minutes. 
3. Professionalism: LAFD should have a good, professional reputation with the residents 

of the community - there needs to be a level of trust. 
4. Personnel are provided with the equipment they need to do their jobs to the best of 

their abilities. State-of-the-art equipment. 
5. Engaged in the community. Department has a presence in the community. Community-

minded service to customers - listen to community issues - relationship building. 
6. Competency in job. Skill and ability to respond to an emergency. 
7. Quality service delivery. Highest quality response. 
8. To keep my family and community safe. 
9. Courtesy and respect demonstrated. 
10. Sufficient, well trained staff to provide service to LANL and community. 
11. As representatives of the community, be good role models at all times. 
12. Department is skilled in knowledge of neighborhoods and individual businesses and 

homes. Knowledge of (locations) LANL, Los Alamos and recreation areas (trails) for 
rapid response. 

13. Educate those who are willing as to the role of the citizen to help. Community outreach 
programs to the general public. 

14. High physical fitness level. 
15. They show up in the case of an emergency. 
16. Save my life in an emergency. 
17. To maintain or report maintenance to all fire equipment. 
18. Good stewards of the taxpayers' dollars. 
19. 'Nuclear-grade' achievement and performance for LAFD. 
20. Funding. 
21. Exhibit highest ethical standards. 
22. Work with other organizations for the good of the community. Interagency 



 

 

 
 

 
 

 

 

Page 10 

 

 

coordination. 
23. Continued excellent suppression skills. 
24. To provide educational tools, materials, seminars, etc. on fire prevention. 
25. Operate safely. 
26. Prioritization of efforts and response to LANL. 
27. Follow all policy/procedures (rules and regulations). 
28. Are held accountable for failure to adhere to highest ethical standards. 
29. Participation in emergency response planning at LANL and multidisciplinary 

coordination in response. 
30. Integrity. 
31. Strong organizational skills 

32. Have a working emergency plan to communicate and execute in the case of terrorist 
attack or natural disaster including training the workforce and community for 
readiness. 

33. Interaction with DOE/NNSA more as equal partners and less as subordinates. 
34. Coordination with the Building Department, plans reviewers, code officials to ensure 

Los Alamos structures meet or exceed ICC standards. 
35. Maintain accreditation. 
36. Ability to integrate quickly with Emergency Management and Law 

Enforcement/Security personnel. 
37. Rigorous pursuit of safeguarding of DOE assets (funding, vehicles, stations) placed in 

the care of LAFD. 
38. Adequate communication. Communication at all levels. 
39. Allocate resources to provide for priorities and services. 
40. Competency and comfort level in responding to a contaminated patient/situation 

(radiological and chemical). 
41. To be prepared and in compliance with all requirements not only to protect 

community, but to also protect firefighters. 
42. Be kind. 
43. Fair and equal workplace environment and opportunities. 
44. Wages and benefits retain quality personnel and do not attract negative union action. 
45. Approachability - any leader/role model in the community needs to be viewed as 

approachable. 
46. Protect my property. 
47. Comply with all safety and security policies at LANL. 
48. Let the community know what resources are available. 
49. Attention is on situation at hand. 
50. Department is consistent in enforcement standards. 
51. Efficiency. 
52. Exploring ideas to keep department costs down, while keeping morale up. 
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53. Resources available to ensure leading edge of the profession. 
54. Friendly. 
55. Diversity acceptance / fairness. 
56. Better interaction / relationship with the union. 
57. Partner (be a partner in the community - collaborating and communicating). 
58. Responds to local events first and events outside of LAC/LANL second. 
59. Do your best and care about the community you serve. 
60. Experienced leadership (great leadership). 
61. Be prepared. 
62. Maintain security and positive control of sensitive information. 
63. Always looking to improve. 
64. Willingness to "lean into discomfort" (do the right thing even if it is unpopular). 
65. Be prepared for natural disasters. 
66. Expanding coverage area to support surrounding communities with technical support, 

training and manpower for large incidents. 
67. Honesty. 
68. To work cohesively with county government and streamline inefficiencies. 
69. Multi-disciplinary approach to suppression. 
70. After emergency review (meeting with other agencies and departments to assess how 

we/they did). 
71. Maintaining a stable workforce with reducing turnover. 

 

 

 
Picture 1 External Stakeholders during a Work Session 
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Areas of Community Concern 

The Community–Driven Strategic Planning Process would be incomplete without an 
expression from the community regarding concerns about the agency.  Some areas of 
concern may in fact be a weakness within the delivery system, while some weaknesses 
may also be misperceptions based upon a lack of information or incorrect information.  

Table 4:  Areas of Community Concern about the Los Alamos Fire Department 
(verbatim, in no particular order)   

 Large array of hazards to maintain proficiency. 
 Large number of complex facilities to be prepared to respond to. 
 Ability to maintain high level of training. 
 Hiring quality personnel. 
 Department is funded to a level they determine. 
 Ensure funding is available to maintain high level of training. 
 Ensuring recent retirements don’t negatively impact professionalism of the upper level 

staff. 
 Communication they receive on closure of road projects done by the county. 
 Turnover of trained cadets who go to other departments. 
 Relationships with other cities and counties. 
 Ensure review of fire code and inspection is understood by both parties (fire marshal and 

recipient), before leaving premises, thus ensuring proper compliance actions are taken. 
 Adequate funding? 

 Adequate training? 

 Enough personnel? 

 Sufficient pre-hiring screening? 

 Adequate equipment? 

 New people not fully trained in all details. 
 An occasional “loose cannon” that steps out on his own in a way that reflects badly on the 

department. 
 Equal opportunity for women firefighters (recent promotion helps). 
 Respect for women in authority (as much as for men in authority). 
 Key leadership vacancies created through retirement will create challenges. 
 Maintain effective working relationships with DOE is very difficult, but essential. 
 Frivolous spending – unnecessary equipment purchases, overtime spending. 
 Perception of public that the members of the department are “above scrutiny,” too many 

instances of scandal. 
 Fire Marshal seems to enforce arbitrarily, not consistent. 
 When in public groups, firefighters have been overly rowdy. 
 Seems over staffed – too much downtime = boredom. 
 Turnover. 
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 Not enough real world calls to keep motivated and gain experience. 
 Preparation for large event – service to community and labs, MOUs, bridge down, etc. 
 Understanding of command in different scenarios. 
 Expectations are very high for small department – be prepared for everything at all times 

with little real world experience. 
 The department is tasked with roles that are responsibility of federal agencies and is not 

adequately compensated for those duties. 
 The department is in need of additional equipment that is not funded by the county 

budget. 
 The department needs additional staff. 
 The north community station needs a traffic control light on Diamond Drive for when the 

trucks enter/exit station. 
 Professionalism in the past; there was a time not too long ago when I don’t how 

comfortable I would feel if certain members showed up to an emergency. I think upper 
management has done a great job moving forward, but I think that it is so important that 
all members of the community feel a level of trust and respect for any agency such as FD, 
PD, etc. 

 Does the department have a basic knowledge of commercial buildings, if there was a fire, 
would they know best way to approach? (staircases, hallways, offices). 

 Are there regular inspections of fire extinguishers? (in community). 
 Are we ready for a response to a terrorist act? How would we be ready? (chemical?, 

bomb?, shooting?). 
 With so many young men and so much time, the fire department could have an 

atmosphere of a “fraternity,” even with pranks and “horsing around.” 

 We don’t want citizens to see firemen just lifting weights and exercising for a living. 
 When White Rock fire station was built, it was “too much”. This leads the community to 

think that the fire department doesn’t have to live within its budget. 
 With all the concerns these days for “safety” and risk, I’m afraid we might not save a life 

or put out a fire because we are afraid to tackle a risky situation. In the end, firefighting is 
risky. 

 Facility in White Rock cannot be accessed by public if there is a need to communicate or 
need of some kind. 

 Distance between White Rock/Los Alamos. Ability to mobilize including transportation, 
as in last night. 

 To combine Los Alamos and LANL missions. 
 The involvement with LANL regarding the awareness of the amount of nuclear waste 

being stored in Los Alamos County. 
 Union shop. 
 Lawsuits. 
 Relationship with the lab. 
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 Safety in nuclear response. 
 Gender bias. 
 I think this is one of the best prepared departments in the nation. 
 Perception by the public. 
 Professionalism. 
 “Good ole boy” organization. 
 Hold them accountable for their personal actions. 
 Continued funding. 
 For school programs firefighters should wear and demonstrate the fire gear and 

equipment. Showing up in plain gear is not exciting for the students. 
 Have open houses at the firehouse, the three shifts do not know the community well. 
 Answer the door bell when it rings. 
 Too many idle resources, utilize paid staff to provide some community benefit while not 

training or on active response. 
 Negative public incidents, camera, porn, exposure, etc. Is this a fraternity or a 

professional organization? 

 Cost is high now to the community – cost driven by DOE. 
 Culture of entitlement. 
 Integrate w/ code enforcement. 
 Increase knowledge of LANL access roads (remote). 
 Young department (not LAFD’s fault) – a lot to learn due to many retirements. 
 Need to increase knowledge of trailheads in Los Alamos area to better effect rescue. 
 Future recruitment and department growth to meet community needs. 
 No concerns, just wanted to state that LAFD is the finest fire department. 
 Internal county issues (Human Resources) impacting morale. 
 Internal county issues impacting efficiency. 
 LANL requirements impacting operations, i.e. radio interoperability. 
 Lack of professionalism in some circumstances. 
 Avoid growing concern among American public that these safety personnel are not 

bleeding retirement systems as it is happening in some communities (i.e. California 
cities). 

 Don’t fall behind in terms of level of education. A college degree is not necessary, but a 
GED and common sense are important. 

 Promotions from within is a good thing, but it must be deserved, if the talent isn’t there 
look outside. 

 Keep focusing on youth activities as a means to recruit future firefighters. 
 Train in other areas of city government. 
 Very expensive and large. 
 Sometimes seems like too many emergency vehicles responding to an emergency. 
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 Sometimes driven more by lab mission other than community. 
 Future budget / funding concerns – will they have necessary resources to maintain 

quality programs. 
 Strategic plans to deal with a potentially aging workforce. 
 Pay. 
 Training new recruits has been and continues to be demeaning and inappropriate. 
 Old and new firefighters should go through same training (most old firefighters could not 

complete boot camp training). 
 Ethics and accountability for ethical issues. 
 Internal bickering and possible favoritism. 
 High level of training leads to attrition. 
 Culture of expecting the “best” in the fire stations – perception is reality? 

 Appears somewhat bureaucratic and top-heavy. 
 Send too many vehicles to simple fender bender car accident. 
 Seem to be run by the DOE rather than the county. 
 Not physically interfacing with response. 
 More after action interface with exercises. 
 More feedback to other agencies. 
 More information sharing. 
 More interaction. 
 Reputation- a little bad press goes a long way. 
 Wide range of potential threats / emergencies / responsibilities for the fire department 

in LA. Can one department handle them all well? 

 High paying department- are crews here for the right reasons? The money is nice, but 
premise of job should be first consideration. 

 Understanding the load and balancing the priorities. 
 Is their plan adequately funded? 

 Are they well informed and trained to handle LANL special circumstances. 
 Do they have the support of co-operating departments? 

 Does the community understand their role and priorities? 

 Lack of community involvement. 
 Cohesiveness with police department. Working as separate organizations. Should involve 

more of each other to unite in certain situations. 
 Encourage local hiring rather than hiring firemen/women from out of state. 
 I believe it is important to have a clear chain of command for all staff. (no micro-

managing). 
 The chiefs should support each other more (employees shouldn’t be able to pit the chiefs 

against each one another.) 

 It’s important that the department’s directives are clear so the union can’t dispute them. 
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 There should be better communication with the businesses in town in terms of training 
and updating information in Knox boxes. 

 Lapse in judgment. 
 Cost of service. 
 Priority concerns of service applications, community and lab. 
 Strategic roles of LAFD. 
 Relationship with utilities and wildland component. 
 Response issues. 
 Promotions – who is leading the brave men and women? My concern are with who got 

promoted, and why? 

 Professionalism of leadership. If captains and battalion chiefs are not accountable for 
their actions you have overall bad morale which leads to complacency. 

 Apparatus –allow the driver engineers to be involved with the purchase of the trucks. 
They are the ones who will be in the field so they know what they need. 

 Staffing –this is a department that is primarily a LANL response, however the majority of 
haz-mat is on the weekend, cutting weekend staff, or evening staff could be dangerous. 

 Professionalism in the community on and off the clock. 
 Unsustainable cost of operations to DOE. 
 Inequity of costs of operations charged to DOE, including vehicle responsibilities. 
 Continuing to operate with few apparent cost reductions. 
 Difficult getting follow through and commitments on community support functions. 
 Department has aging radio system. 
 Commitment seems to be to the laboratory before the rest of the community. 
 Rotate roles too often for captains to get a good understanding of job. Need better 

succession training when they change. 
 Need to ensure free time does not lead to inappropriate behavior at stations. 
 Disorganized / inconsistent procedures. 
 Fairness. 
 Unprofessionalism among some of the fire personnel. 
 Work independently when they should utilize other internal division as support, 

proactively vs. reactively. 
 Streamlining administrative functions –reducing ineffectiveness, and properly weighting 

workload amongst heavy administration staff. 
 Holding staff accountable and properly assigning duties to ensure compliance with 

county policies. 
 Want to see more training and efforts put into community emergency preparedness due 

to nature of our lab and risks/threats. 
 While life safety is paramount keep in mind that community activities should continue as 

possible (e.g., keep traffic moving). 
 Seems things are better – but in the past it seemed the fire dept. employees’ morale was 
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low. 
 At times it seems there could be better coordination w/other agencies and departments 

that are on scene. 
 Damaged reputation due to the foolish actions of a few firefighters (cameras in women’s 

locker room, etc.). 
 Past public disagreements between the firefighters union and management. 
 Perception of being “over staffed." 

 Inability of firefighters to live in this community due to high cost of living. 
 Too many out of area transports and other responses. 
 Don’t understand needs / requirements, constraints of DOE/NNSA/LANL. 
 Don’t always place increased emphasis on understanding DOE/NNSA hazards. 
 It is very disheartening to hear firefighters singing “a three hour tour” during facility 

tours, or complaining about missing meals while touring facilities. 
 All of this can be changed at the whim of the LA county council. 
 

 
Picture 2 External Stakeholders during a Work Session 
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Positive Community Feedback 

The CPSE promotes the belief that, for a strategic plan to be valid, the community’s view 
on the agency’s strengths must be established.  Needless efforts are often put forth in 
over-developing areas that are already successful.  However, proper utilization and 
promotion of the strengths may often help the organization overcome or offset some of 
the identified weaknesses.  

Table 5:  Positive Community Comments about the Los Alamos Fire Department 
(verbatim, in no particular order)   

 Calls seem to be rapidly responded to. 
 The department clearly has strong and effective leadership. 
 The department has a high level of training and tools. 
 Open dialogue and feedback – transparent. 
 Responsive to federal government customers. 
 Understand the serious nature of hazards at the laboratory. 
 Overall professionalism of leadership. 
 Well trained department that also supports higher education. 
 This department is tasked with lots of different kinds of emergency response situations 

and they do a nice job with all situations. 
 This department has a positive relationship with our police department and they work 

to keep this a good relationship. 
 The entire department is extremely good at community relations. 
 Kudos to the guys at the north community for repairing a broken smoke detector –way 

to go above and beyond. 
 The strategic planning process shows a level of professionalism that many departments 

do not have. 
 Well trained and ready to tackle whatever is presented. 
 Professional appearance and manner. 
 Service to the community is timely for all reported needs. 
 Leadership is good overall. 
 Opportunities for advancement – gender bias breaking down. 
 So happy with LAFD. I have had several instances where they have showed up at my 

business, they have always arrived quickly (in the case of a fire alarm or health 
emergency) and acted in a professional matter. I appreciate that they came into my 
business once a year to check compliance, make sure that I am staying on top of things 
and pointing out safety hazards. 

 Department members are polite and courteous individuals. 
 Efficient, well trained department overall. 
 Good at what they do. 
 Impressive at rescues from canyons and cliffs. 
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 All staff really cares. 
 Very fast in response time. 
 Excellent job w/fighting fires, both domestic as well as wildland. 
 EMT service is stupendous. 
 Very engaged with citizens at large as well as community groups. 
 Very clear in advising. 
 In calls that I am aware of, they have been timely and well organized considering that 

every call can be different. 
 Department has a positive reputation in community. 
 It appears that our department is ready for all scenarios, especially when a car drives 

off a cliff. 
 This class shows that we want to be better. That is a great thing! Always improving. 
 My interactions w/ staff have always been pleasant. 
 Media coverage suggests LAFD is highly trained and well prepared for the community & 

LANL needs. 
 Firefighters dress neatly and conduct themselves professionally. 
 Good interactions with frequent visibility in the community. 
 Accessible to public. 
 Thanks for seeking our input (this meeting) actions always speak louder than words. 
 Appreciate stations going to schools in community to give hands-on experiences (fire 

trucks, etc.). 
 Relationship with community is excellent. 
 Business / fire department communication is great. 
 The professional appearance in public from uniforms to vehicles is very clean and up to 

date. 
 Fire staff is well trained across a very large range of areas of expertise. 
 Excellent equipment (both vehicles and other) allowing firefighters to perform well in a 

variety situations (high angle rescue, structure fire, etc.). 
 LAFD is top shelf. 
 They are the most fully trained department in the state (including LANL response). 
 Provide interaction w/ community. 
 Great code enforcement. 
 Firefighters provide excellent support at community events. 
 Excellent role models. 
 Well trained in all aspects of the service they provide. 
 Trust them implicitly. 
 Very competent. 
 Community driven. 
 Numerous recruits. 
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 Large division. 
 Financially supported (needs do not go unmet). 
 Positive team members. 
 Excellent chiefs – willingness to work on tough issues. 
 Top of the line – line staff. 
 General feeling of camaraderie – great team! 
 Diverse workforce. 
 Professional appearance within ranks. 
 Fire department has friendly approachable staff. 
 I always feel comfortable calling and getting assistance. 
 They always are helpful and responsive. 
 Good leadership team. 
 Well trained / technically competent. 
 Kind compassionate staff. 
 Dedicated firefighters. 
 Understanding of DOE hazards. 
 High quality service and response times. 
 Well trained and prepared (too well?). 
 Great medical services. 
 Command staff well integrated with LANL. 
 Good at training and exercising. 
 Good firefighting. 
 Good at rescue. 
 Best in the state. 
 Has one of the greatest leaders. 
 The department as a whole (have a great team). 
 Outstanding department. 
 Outstanding leadership. 
 Well trained. 
 Well equipped. 
 Good community partner. 
 They respond quickly. 
 They are well trained. 
 Always represented at public events. 
 Great training for school age kids. 
 Excellent cooperation/coordination in emergency preparedness planning. 
 Emergency medical responses in general very well trained. 
 Always open and receptive to communication – leadership. 
 Very community and constituent friendly. 
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 Friendly customer service has always been demonstrated during inspections and calls 
on site. 

 Retirement package is good. 
 Willingness to participate in community events. 
 Quick response times. 
 Courteous customer service. 
 Highly trained and knowledgeable. 
 Extremely well trained and equipped. 
 Well organized staff. 
 All the fire personnel I have dealt with have a high level of self-confidence and 

competence. 
 Great community outreach. 
 Quick responses. 
 Accessibility to management. 
 Professionalism. 
 Available for assistance (even if it is not fire related). 
 This community loves and appreciates firefighters! 
 Involvement around town helps department’s reputation-public perception seems to be 

that department is friendly, helpful and hard working. 
 Historically LAFD has done a terrific job in the community. 
 They have maintained a good relationship with citizens and business. 
 They are well respected for both attitude and professionalism. 
 Los Alamos is blessed to have a county funded department. Outsourcing would dilute 

professionalism. Timely response. 
 Friendly and knowledgeable staff. 
 Well trained personnel. 
 Excellent community outreach. 
 Top department – customer service in the field is excellent. 
 Respect and trust from community is excellent. 
 Always smiling and professional. 
 GREAT DEPARTMENT – needs to get better. 
 We are very lucky to have this department and their quick response. 
 Knowledge base. 
 Community outreach and involvement. 
 EMS. 
 Education and certifications. 
 Administration is excellent and easy to talk with, and accessible. 
 Highly effective organization. 
 Under great leadership. 
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 Professional staff. 
 Looks like environment is first rate. 
 The amount of training and community involvement is great. 
 Devoted staff. 
 Well equipped. 
 Well trained. 
 Equipment (thanks to LANL). 
 Middle management. 
 Well trained. 
 Great equipment. 
 Large staff. 
 All staff is professional and easily approachable. 
 Great response times. 
 Professional appearance and project their confidence well. 
 
 

 
Picture 3 External Stakeholders during a Work Session   
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Other Thoughts and Comments 

The Community was asked to share any other comments they had about the LAFD or its 
services.  The following written comments were received:  

Table 6:  Other Community Comments about the Los Alamos Fire Department 
(verbatim, in no particular order)   

 A + guys. 
 Fire department is the best in the state, but want them to continue to raise the 

benchmark to be one of the best in the country. 
 None at this time. 
 I feel safe; I feel I can trust LAFD to do its best to protect our community and my family. 
 Thank you for how you serve this and surrounding communities, we are glad to live 

here and have such great men and women to keep us safe and meet our emergency 
needs. 

 Our fire department rocks! Aside from an occasional bad apple, the guys are great. The 
new guys sometimes seem a bit unsure but that is to be expected – maybe just make 
sure they are paired with someone more experienced who knows all the ropes. 

 Keep an eye on gender equality and treatment of women, but this seems to be much 
improved under Chief Hughes. 

 Really a great thing that they are going through this process. 
 Seems the department internal issues. 
 They interact with the public well, good public perception especially with the children. 
 Community trusts LAFD, reputation has improved. 
 It’s hard work to maintain a consistent level of professionalism at all times with a large 

fire department in a small town. 
 Perhaps more investment in state fire relationships would benefit LAFD. 
 Explore cost recovery via Affordable Care Act, more EMS and wildland advancements 

with community. 
 Model program teaching fire/EMS skills at UNMLA. 
 Our fire department has the opportunity to mentor other surrounding volunteer fire 

departments around smaller rural areas where they can learn fire techniques and best 
fire prevention practices. 

 Really think it would be helpful it there were meetings to review how emergencies 
were handled with all staff and agencies and county departments (what worked, what 
could be improved). 

 Thanks for giving us the opportunity to participate in this exercise / progress!! 

 Something to the effect should be sent to the entire community. 
 Engage the public when possible. 
 I would like to see more public awareness, regarding potential local hazmat threats. 
 I am very biased to the brave men and women in our department and want the best 
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outcome. This survey is difficult to fill out due to this department cannot be compared 
to others due to the involvement of the lab and that it is a LANL department first then a 
community department. That being said our department has been amazing at balancing 
that and I feel this community should be more grateful to these wonderful firefighters. 

 Public safety is priority one, I don’t think that the public understands the roll of DOE / 
LANL we have the best FD in the state. 

 LAFD is a good positive organization. Always helpful with positive atmosphere. Thank 
you. 

 Quite simply the best fire department I have ever seen. 
 I am pleased to live in a community where I know that our FD is highly trained, 

responsive, empathetic and capable to serve our citizens. 
 Pleased with services provided. 
 Great department. 
 Good department. 
 Think the department should focus on efficiency of administration programs; utilize 

uniformed personnel for some administration functions. 
 Consider increasing community outreach to schools and organizations for basic first 

aid, when and when not to activate 911. 
 

 
Picture 4 External Stakeholders during a Work Session 
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Internal Stakeholder Group Findings 
The internal stakeholder work sessions were conducted over the course of three days.  
These sessions served to discuss the agency’s approach to Community-Driven Strategic 
Planning, with focus on the LAFD’s Mission, Values, Core Programs and Support Services, 
as well as the agency's perceived Strengths, Weaknesses, Opportunities, and Threats. The 
work sessions involved participation by the broad agency representation in attendance, 
as named below and pictured on the next page.     

Table 7:  Los Alamos Fire Department’s Internal Stakeholders 

Ernest Agnew 
Captain  

Danny Archuleta 
Driver Engineer 

Chris Bartlett 
Captain 

Micah Brittelle 
Captain - Training 

Division 
Denise Cassel 

Human Resources 
Manager 

Justin Cassel 
Battalion Chief 

Gerard Coriz 
Captain 

Joseph DeFranco 
Firefighter 

Heather Garcia 
Management Analyst 

Keith Garcia 
Firefighter 

Kelly Grace-Meyer 
Captain 

Paul Grano 
Division Chief 

Justin Grider 
Deputy Chief 

Marisha Griego 
Senior Office Specialist 

- EMS Division 

Keith Henry 
Driver Engineer 

Sharyl Hofer 
Security Safeguards & 

Labor Relations 
Manager 

Troy Hughes 
Fire Chief 

Joy Lopez 
Firefighter 

Ana Martinez 
Senior Office 

Specialist - Training 
Division 

Bernadine Martinez 
Senior Office Specialist 

- Ops/Safety 

Francisco Martinez 
Division Chief - 

Training 

Kenneth Martinez 
Firefighter 

Louisa Martinez 
Fire & Life Safety 

Technology Specialist 

Ed McDaris 
Assistant Human 

Resources Manager 

Donna McHenry 
EMS Coordinator 

Marisol Padilla 
Senior Office Specialist 

- Administration 

Brian Palmer 
Firefighter 

Bert Quintana 
Firefighter 

Wendy Servey 
Division Chief - Safety 

Zachary Shriver 
Firefighter 

Nathaniel Sisneros 
Firefighter 

Kate Stoddard 
Dispatch Manager 

James Thwaits 
Captain 

Norma Jean Valdez 
Management Analyst & 
Accreditation Manager 

Yvette Vigil 
Senior Office 

Specialist - Fire & Life 
Safety 

Jeffrey Wetteland 
Division Chief / Fire 

Marshal 

Matt Williams 
Driver Engineer 
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Picture 5 Internal Stakeholders 

 
Mission 
The purpose of the Mission is to answer the questions: 

 Who are we?  Why do we exist?  What do we do?  Why do we do it?  For whom? 

A work group of the LAFD’s internal stakeholders met to review the existing Mission and 
collectively agreed to the following.  

Table 8:  Mission of Los Alamos Fire Department 

Los Alamos Fire Department is proud to be entrusted with the safety and welfare of 
our community. We are honored to provide exceptional services for the preservation 

of life, the environment, and property. 
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Values 
Establishing values and associated statements embraced by all members of an 
organization is extremely important.  They recognize those features and considerations 
that make up the personality of the organization.  The LAFD internal stakeholders agreed 
to the following revised values.  

Table 9:  Values of Los Alamos Fire Department 

Professionalism 

We embrace service through dedication to our profession. 

Readiness 
We strive to maintain operational readiness through training, knowledge, 
and skills development. 

Involvement 
We embrace the free exchange of ideas to build partnerships with the 
community we serve    

Discipline 

We maintain high standards and hold ourselves accountable at all times. 

Excellence 
We are committed to continuous improvement in all aspects of our 
service. 

 

The Mission and Values are the foundation of this agency.  Thus, every effort will be made 
to keep these current and meaningful so that the individuals who make up the LAFD are 
well guided by them in the accomplishment of the goals, objectives, and day-to-day tasks.  

Programs and Services 
The LAFD internal stakeholders identified the following core programs provided to the 
community, as well as the services that enable the agency to deliver those programs:   

Table 10:  Core Programs of Los Alamos Fire Department 

 Emergency Medical Services  Fire Suppression 

 Rescue - Basic and Technical  Wildland Firefighting 

 Hazardous Materials Mitigation  Fire Prevention 

 Domestic Preparedness Planning and Response  Aircraft Rescue and Firefighting 

 Public Fire / EMS Safety Education  Fire Investigation 
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Table 11:  Support Services of Los Alamos Fire Department 

 Law enforcement  Utilities  Dispatch 

 Information Technology/Information Management  Human Resources 

 Finance  Traffic Division  Medical Director 

 Procurement  Parks  Risk Management 

 S.O.C. (Secure Our Country)  State Department of Transportation 

 Community Development  Emergency Management/Emergency Response 

 County risk  Occupational medicine  State Fire Academy 

 Hospitals  Red Cross  LANL 

 Colleges  Los Alamos Public Schools  Logistics 

 Air Rescue Services  Chaplain Program  Vendors 

 Federal agencies  National Fire Academy  CPSE 

 County Council  Fleet Management  Training Division 

 Safety Davison  IAFF Local #3279  National Guard 

 

 

S.W.O.T.  Analysis 
The Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis is designed to 
have an agency candidly identify its positive and less-than-desirable attributes.  The 
LAFD participated in this activity to record their strengths and weaknesses, as well as the 
possible opportunities and potential threats. 

Strengths  

It is important for any organization to identify its strengths in order to assure that it is 
capable of providing the services requested by the community and to ensure that 
strengths are consistent with the issues facing the organization.  Often, identification of 
organizational strengths leads to the channeling of efforts toward primary community 
needs that match those strengths.  Programs that do not match organizational strengths, 
or the primary function of the organization, should be seriously reviewed to evaluate the 
rate of return on staff time.  Through a consensus process, the internal stakeholders 
identified the strengths of the LAFD as follows:   
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Table 12: Strengths of Los Alamos Fire Department 

Training opportunities (internal, external) Dedicated personnel 

Funding / Budget Passion Benefits / pay 

Work out equipment (wellness-high standards) Fitness level  

Equipment (everything from uniforms-trucks) Skill set 

Education: community and personnel Schedule 

Response times - deployment of resources Support 

Increased stability Decreased turnover Staffing 

Caring/compassion/generous staff ISO LANL information sharing 

Management and union relationship Accreditation Medical director 

Council / 10 yr CA support Basketball team /sports Union contract 

Good admin support Age of department IFSAC 

LAMC (staff to support EMS training) Specialty teams 

Career-ladder training opportunity Professionalism 

Academy (LAFD) Proboard - ISO, HazMat LANL specific training 

Other LAC employees/departments Internal promotions 

Division organization Experienced personnel Diversity 

Interest based bargaining Camaraderie Low burnout of personnel 

Leadership Whites boots Interagency relationship 

ARFF  Training facilities Well rounded department 
(jack-of-all-trades) Specialty skill sets of members 
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Weaknesses 

Performance or lack of performance within an organization depends greatly on the 
identification of weaknesses and how they are confronted.  While it is not unusual for 
these issues to be at the heart of the organization’s overall concerns, it is unusual for 
organizations to be able to identify and deal with these issues effectively on their own.  

For any organization to either begin or to continue to move progressively forward, it 
must not only be able to identify its strengths, but also those areas where it functions 
poorly or not at all.  These areas of needed enhancements are not the same as threats to 
be identified later in this document, but rather those day-to-day issues and concerns that 
may slow or inhibit progress.  The following items were identified by the internal 
stakeholders as weaknesses:  

Table 13: Weaknesses of Los Alamos Fire Department 

Internal communications Confusion about who is running the show 

Employees are being pulled in different directions (i.e. LANL vs LAC) 

Confusion of policies and contradiction among them (i.e. county policies, FCDs, etc.) 

Not enough people who are engaged in driving solutions 

Apathy Lack of succession planning 

Breakdown of delegation (hand picking "go to" people) 

Lack of attention to ARFF program Insufficient apparatus training (ARFF) 

Lack practical experience in all areas Poor sharing of technical knowledge 

Competing objectives using same resources Left hand is not talking to right hand 

Don't plan - we are reactionary Payroll FLSA technology 

We do not market ourselves as an FD therefore; community is not informed about what 
we do 
A lot of knowledge is walking out the door - 
we have a young department 

Delay in LANL response to infrastructure  
issues (station/vehicle/IT) 

Lack of accountability Slow response on county services. 

Training opportunities-not taken 
advantage of 

Promoting based on general, not specific 
role. 

Training in Firehouse Software and new 
technology 

OT assignment - process inconsistent and 
limiting 

Training  scheduling (technology) Office equipment 

Technology  (Firehouse Software) Documentation (Firehouse Software) 

Paperwork Lack of understanding of FD finances 

Freelancing chain of command LANL facility planning 

F.S. # 1 and 5 Lack of incentive to promote 
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Favoritism Lack of respect -all levels 

Attitude Consistency in discipline 

Lack of interest / involvement Equipment issues (i.e. radios, apparatus) 

Equipment accountability Internal procurement process 

Accreditation timeline /deadline - lack of experience to timeline - many things going on 

Administration /management staff stability Staffing to support specialty teams 

Too many chiefs not enough__________? Call volume / experience, skill sets  

Lack of discipline / accountability Workloads / overwhelmed with duties 

Dispatch communications (controlled by 
PD and not FD) 

No trust or support of operational crews' 
abilities 

 

 
Picture 7 Internal Stakeholders during a Work Session 
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Opportunities  

The opportunities for an organization depend on the identification of strengths and 
weaknesses and how they can be enhanced.  The focus of opportunities is not solely on 
existing service, but on expanding and developing new possibilities both inside and 
beyond the traditional service area.  The internal stakeholders identified the following 
potential opportunities: 

Table 14:  Opportunities for Los Alamos Fire Department 

Education / training (UNMLA) Hospitals 

Grants Social media, internet 

Technology (GPS, MDTs, etc.) Cooperative Agreement 

Working with outside agencies LANL training facility 

State fire education services and facilities NFA - full support 

Trade publications (recruitment, 
publishing)  

Wildland fire details (structure fire 
exchange) 

Networking with other departments 
(communication, internal/external)  

Community outreach through charities (pub 
ed.) 

Union resources -grants, education Mutual aid agreement 

Public Safety Announcement - to market 
the department 

Educational and experiences of applicants 
/future  firefighters 

FEMA and FEMA type 1 RMP - state resource 

Explorer fire program (LAPS) Fire Expo / FDIC 

Fire department web page Partner with heavy equipment shop 

Involvement LAPS IFSAC classes 

Higher educational facilities Marketing (award days) 

ProBoard Certifications Benchmarking from other departments 

Pub Ed (recruit other communities) Veterans program 

Community /DOE/LANL support National Guard 

Careflight, etc. LANL facilities 

EMR/LANL HazMat National conferences 

Building / fire codes Youth programs (juvenile firesetter) 

Community based EMS  Wealthy / educated community 

Citizens Fire Academy  UNM-LA partnership 

Environment - climate, surrounding area  
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Threats  

To draw strength and gain full benefit of any opportunity, the threats to the organization, 
with their new risks and challenges, must also be identified in the strategic planning 
process.  By recognizing possible threats, an organization can greatly reduce the potential 
for loss. Fundamental to the success of any strategic plan is the understanding that 
threats are not completely and/or directly controlled by the organization.  Some of the 
current and potential threats identified by the internal stakeholders were as follows:   

Table 15:  Threats to Los Alamos Fire Department 

Law suits DOE funding 

Termination of Cooperative Agreement LANL - mission alignment 

LASO (LAFO) - mission alignment NNSA - mission alignment  

OSHA compliance ramifications of not 
meeting  

Shops - timely maintenance and reserve 
apparatus 

TA - ops centers - mission alignment Politicians 

Media Public perception 

Current trends in fire service Legislation - local, state, and federal 

County resources funding  EMR - mission alignment 

Other fire departments-competing for 
resources 

Aging infrastructure - neighborhoods, 
construction (aging wiring) 

National and state labor laws Bureaucracy 

Recruiting (poaching) BIA - conflicting processes and objectives 

Funding (economy) USFS - conflicting processes and objectives 

NPS - conflicting processes and objectives Climate change 

Epidemic -outbreak Hoarders 

Fuel loading - wildland ISO - change in classification 

Loss of accreditation IT/IM 

Insurance companies Aging apparatus 

Aging facilities - LANL Changes in government 

Terrorists /CRNB (foreign and domestic) Protesters 

DOE requirements Lack of education / training 

Human ignorance Privatization of EMS /Fire 

Lack of resources Lab accident 

NFPA (compliance-fire codes, building 
codes) 

Training - changing technology - changing 
construction. 

Loss of life, property or environment Random acts of violence 
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Social media LAB budget cuts/closure 

Sociological changes Dispatch (MCI protocols / fire 

Maintaining familiarity Demographics (aging - language barriers) 

LANL requirements that do not apply to 
LAFD 

OSHA compliance ramifications of not 
meeting 

EMR - mission alignment 
NFPA (compliance-fire codes, building 
codes) 
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Critical Issues and Service Gaps 
After reviewing the LAFD’s core programs and support services, and identifying internal 
strengths and weaknesses along with external opportunities and threats, the internal 
stakeholders identified their primary critical issues and service gaps as the foundation 
for the development of goals and objectives in order to meet their future vision.  

Table 16:  Critical Issues and Service Gap Issues Identified 
 

External Communications Internal Communication 

Emergency Communications Technology 

Customer Service Public Relations 

Personnel Management Infrastructure 

Training Funding 

Inter-Agency Relationship Accountability 

External Systems Relationships Perception 

 

 
Picture 9 Internal Stakeholders during a Work Session  
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“If you don’t keep score, 
you’re only practicing.” 

 

Vince Lombardi, 
American Football Coach and Motivator 

Strategic Initiatives 
Having reviewed the agency’s critical issues and service gaps, the following strategic 
initiatives were identified to guide the agency in establishing the goals and objectives. 

Table 17:  Strategic Initiatives of Los Alamos Fire Department 

Internal Communications Public Relations 

Technology External Communications 

Personnel Management Emergency Communications 

 

Goals and Objectives 
The Community-Driven Strategic Planning Process, to this point, has dealt with 
establishing the Mission, Values, S.W.O.T., Critical Issues and Service Gaps, and Strategic 
Initiatives of the LAFD.  In order to achieve the mission of the LAFD, realistic goals and 
objectives must be established to enhance strengths, address identified weaknesses, 
provide individual members with clear direction, and address the concerns of the 
community.  The internal stakeholders met for several hours to complete this critical 
phase of the planning process.   

The internal stakeholders set timelines for completion 
of objectives supporting the goals.  Leadership of the 
LAFD should establish work groups to meet 
periodically to review progress toward these goals and 
objectives and adjust timelines as needs and the 
environment change. Once the work groups are established and have had the opportunity 
to meet and review the goals and objectives, they should report back to the LAFD 
leadership with a plan on how the goals are to be achieved.  

As goals and objectives are management tools, they should be updated on an on-going 
basis to identify what has been accomplished and to note changes within the organization 
and the community.  The attainment of a performance target should be recognized and 
celebrated to provide a sense of organizational accomplishment.  

The goals and objectives should now become the focus of the efforts of the agency.  By 
following these goals and objectives carefully, the agency can be directed into its desired 
future while having reduced the obstacles and distractions along the way.   
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Goal 1 – Team Assignment – Group 2 

Denise Cassel Joseph DeFranco Justin Grider 
Louisa Martinez Brian Palmer Nathaniel Sisneros 
Wendy Servey Norma Jean Valdez Jeff Wetteland 
Ernest Agnew   

 

Goal 2 – Team Assignment – Group 3 

Gerard Coriz Heather Garcia Keith Garcia 
Joy Lopez Francisco Martinez Marisol Padilla 

Bert Quintana Zachary Shriver Yvette Vigil 
 

Goal 3 – Team Assignment – Group 4 

Danny Archuleta Justin Cassel Kelly Grace-Meyer 
Paul Grano Marisha Griego Bernadine Martinez 

Kenneth Martinez Ed McDaris  
 

Goal 4 – Team Assignment – Group 1 

Chris Bartlett James Thwaits Keith Henry 
Sharyl Hofer Troy Hughes Ana Martinez 

Donna McHenry Kate Stoddard Matt Williams 
 

Goal 5 – Team Assignment – Group 4 

Danny Archuleta Justin Cassel Kelly Grace-Meyer 
Paul Grano Marisha Griego Bernadine Martinez 

Kenneth Martinez Ed McDaris  
 

Goal 6 – Team Assignment – Group 1 

Chris Bartlett James Thwaits Keith Henry 
Sharyl Hofer Troy Hughes Ana Martinez 

Donna McHenry Kate Stoddard Matt Williams 
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Goal  1 
Develop an enhanced internal communication system to meet our 
mission. 

 

Objective 1A 
Identify and implement an efficient and effective central location to share 
information. 

Timeframe 18 months Assigned to: Norma Jean Valdez, Management Analyst 

Critical 
Tasks 

 Evaluate available programs/resources currently in place. 
 Clean up /streamline intranet. 
 Create "district dashboard" 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 1B Make information available to personnel from off site 
Timeframe 24 months Assigned to: Louisa Martinez, Technology Specialist 

Critical 
Tasks 

 Solicit interest from crews about social media. 
 Create social media page exclusive to fire department members. 
 Enhance test service. 
 Evaluate idea of making intranet off site. 
 LAFD "app”? 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 1C Review, revise, or rescind - distribute and enforce FCDs. 
Timeframe March 2015 Assigned to: Chief Wetteland and Chief Servey 

Critical 
Tasks 

 Leadership team will review list of FCDs to determine whether or not they are 
necessary. 

 Distribute FCDs to company officers (e.g., 2 per crew) for review, rewrite, and 
elimination. 

 Distribute through chain for review by LMC. 
 Adopt and publish for use. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 1D Ensure that chief officers are supporting and leading toward a united vision. 
Timeframe Within 4 months Assigned to: Fire Chief Troy Hughes 

Critical 
Tasks 

 Hold weekly meetings of all chief officers to discuss issues and be on the same page. 
 Emphasize the priority of meeting - demonstrate accountability (360 degrees). 
 Develop a structure and ground rules. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 
 

 

  



 

 

 
 

 
 

 

 

Page 39 

 

 

Goal  2 Develop enhanced public relations to meet the department’s mission. 
 

Objective 2A Establish a public relations committee tasked with oversight of the program. 
Timeframe Immediate, then ongoing Assigned to: Division Chief Ramon Garcia 

Critical 
Tasks 

 Identify a program manager and establish members by advertising the recruitment 
selection process. 

 Establish and assign commensurate roles of the committee members. 
 Establish public relations training for all personnel. 
 Develop and implement a policy outlining the public relations program. 
 Committee to meet bi-monthly. 
 Establish a calendar of events. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 2B Establish a survey for the public relations program. 
Timeframe 6 months, then annually Assigned to: Division Chief Ramon Garcia 

Critical 
Tasks 

 Research different survey methods available. 
 Identify the target audiences and demographics to be surveyed. 
 Develop the survey questions. 
 Determine the survey distribution. 
 Beta-test the survey with an identified sample of the designated audiences and 

demographics. 
 Implement the survey to the full audiences and demographics. 
 Analyze results based on the feedback and response. 
 Determine the validity of the results. 
 Report the results annually. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 2C Enhance the public education programs provided by the department. 
Timeframe 12 months Assigned to: Division Chief Ramon Garcia 

Critical 
Tasks 

 Educate the community on all services provided by the department using various 
means. 

 Increase the department’s involvement in community and public events. 
 Develop and implement a fire explorer program. 
 Research, develop, and use more public education materials and ensure they are 

available at all times at stations and on apparatus. 
 Develop and implement adult fire prevention and community training. 
 Create some sort of media commercial highlighting the public education available from 

the department. 
 Hold an open house to allow the community to further understand the department and 

what it provides. 
Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  
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Objective 2D 
Research and develop alternative funding solutions for the public relations 
program. 

Timeframe 6 months, then ongoing Assigned to: Division Chief Ramon Garcia 

Critical 
Tasks 

 Research available grants. 
 Analyze the present proposal for funds and availability of other discretionary funding. 
 Research availability of Fire Marshal funds. 
 Establish incentives for public relations committee. 
 Research availability of EMS funds. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 2E Develop and utilize social media outlets for public relations. 
Timeframe 6 months, then ongoing. Assigned to: Heather Garcia, Management Analyst 

Critical 
Tasks 

 Develop critical tasks needed to develop and utilize social media outlets. 
 Research different available social media outlets. 
 Choose the social media outlets that meet the department’s needs. 
 Develop the various deliverables for the outlets. 
 Deploy the deliverables. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Goal  3 Use applicable technology to meet our mission. 
 

Objective 3A Analyze current LAFD technology to establish baseline. 

Timeframe 3 months Assigned to: 
Sharyl Hofer, Safeguards/Security and 
Labor Relations Manager 

Critical 
Tasks 

 Identify internal and external stakeholders. 
 Select qualified personnel. 
 Provide support and resources to personnel. 
 Establish baseline needs. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 3B 
Identify and evaluate potential technology that will meet our current and future 
needs. 

Timeframe 6 months Assigned to: 
Sharyl Hofer, Safeguards/Security and 
Labor Relations Manager 

Critical 
Tasks 

 Research available data / programs. 
 Through evaluation, determine the best program to be utilized within the budget. 
 Research technology that other similar fire departments use. 
 Identify technology that will meet internal/external stakeholder needs/requirements 

(LACIM, LANL, DOE). 
Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  
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 Objective 3C Select and implement technology that will meet LAFD requirements. 

Timeframe 18 months Assigned to: 
Sharyl Hofer, Safeguards/Security and 
Labor Relations Manager 

Critical 
Tasks 

 Work within the procurement process to purchase technology. 
 Continue to utilize current LAFD technology that meets our needs. 
 Narrow down top vendors and invite them to present their product. 
 Select technology(s). 
 Identify implementation process and implement technology - while training key 

personnel. 
 Train all personnel. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 3D Better utilize current inventory systems. 

Timeframe 
1 year with continuous 
 re-evaluation 

Assigned to: 
Sharyl Hofer, Safeguards/Security and 
Labor Relations Manager 

Critical 
Tasks 

 Identify the official database. 
 Implement policies and training for all staff. 
 Annual review of effectiveness. 
 Establish appropriate timelines.....OSHA, NFPA, records management, HIPPA.  

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 3E Continuously evaluate LAFD technology. 

Timeframe 6 months Assigned to: 
Sharyl Hofer, Safeguards/Security and 
Labor Relations Manager 

Critical 
Tasks 

 Select an oversight committee and committee chair to oversee evaluation process. 
 Obtain feedback from end users. 
 Committee will give annual report to command staff. 
 Revise and update as needed. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Goal  4 Enhance external communications systems to meet the LAFD mission. 
 

Objective 4A Complete a comprehensive external communication assessment. 

Timeframe 6 months Assigned to: Deputy Fire Chief Justin Grider 

Critical 
Tasks 

 Create an assessment tool relevant to the external communications systems. 
 Identify all applicable stakeholders. 
 Implement the assessment tool. 
 Evaluate the feedback from the assessment tool. 
 Analyze the findings. 
 Prioritize areas for improvement from the findings. 
 Report findings and prioritization results. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  
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Objective 4B Develop and implement an enhanced external communications systems plan. 
Timeframe 1 year Assigned to: Deputy Fire Chief Justin Grider 

Critical 
Tasks 

 Research benchmarking with other agencies (knowledge sharing). 
 Evaluate available technology to be used as part of the enhanced systems. 
 Establish a diverse committee to review and evaluate data and technology findings 

gathered. 
 Develop the systems plan. 
 Publish a written plan for enhanced external communications systems. 
 Assign individuals and areas of responsibility for plan implementation. 
 Train all department members on the new plan. 
 Execute the developed plan. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 

Objective 4C Evaluate the effectiveness of the plan and revise as appropriate. 
Timeframe Yearly and ongoing Assigned to: Deputy Fire Chief Justin Grider 

Critical 
Tasks 

 Create an evaluation tool to determine effectiveness of the implemented plan. 
 Collect and review data annually for effectiveness analysis. 
 Propose changes based on the review. 
 Implement any changes proposed and accepted as indicted by the data review. 

Funding 
Estimate 

Capital Costs:  
Personnel Costs:  

Consumable Costs:  
Contract Services Costs:  

 
 

Goal 5 
Establish internal personnel practices that are fair, consistent and 
support the department's mission. 

  

Objective 5A Identify service gaps in personnel practices 
Timeframe 3 months Assigned to: Fire Chief Troy Hughes 

Critical 
Tasks 

 Solicit input from the internal stakeholders. 
 Evaluate the data to identify gaps in current practices. 
 Prioritize identified practices. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 

 

Objective 5B Evaluate internal personnel practices. 
Timeframe 3 – 6 months Assigned to: Fire Chief Troy Hughes 

Critical 
Tasks 

 Identify the internal stake holders. 
 Identify and assign appropriate personnel to evaluate issues. 
 Establish an evaluation timeframe. 
 Review the practice’s applicable policies to determine impact. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 
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Objective 5C Develop a plan to address prioritized issues and implement. 
Timeframe 12 months Assigned to: Fire Chief Troy Hughes 

Critical 
Tasks 

 Recruit subject matter experts. 
 Review, revise, and create policies and/or processes that address the identified gaps. 
 Refer items to appropriate personnel using a contemporary process for resolution. 
 Train personnel on new policies and/or processes. 
 Implement the process or policy solution. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 

 

Objective 5D Evaluate and revise as needed. 
Timeframe 2 months then on-going Assigned to: Fire Chief Troy Hughes 

Critical 
Tasks 

 Develop evaluation tool that measures effectiveness. 
 Assign continuous evaluation timelines. 
 Revise as needed. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 
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Goal 6 
Enhance emergency communications to improve the safety of all 
department members. 

 

Objective 6A Complete a comprehensive emergency communications assessment. 
Timeframe 1 year Assigned to: Division Chief Paul Grano 

Critical 
Tasks 

 Evaluate current communication methods, practices, and policies/procedures relative 
to emergency communications. 

 Evaluate current emergency communications hardware and technology. 
 Identify shortfalls and prioritize needs. 
 Report findings for future consideration. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 

 

Objective 6B Develop and implement an emergency communications improvement project. 
Timeframe 3 years Assigned to: Division Chief Paul Grano 

Critical 
Tasks 

 Identify subject matter experts (internal and external) and a project manager. 
 Identify solutions to high-priority needs (i.e. identify individual radio transmissions, 

employee name, etc.). 
 Identify costs / funding sources to support the project. 
 Develop the project. 
 Establish and assign roles for project implementation. 
 Execute the project. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 

 

Objective 6C Evaluate the effectiveness of the project and revise as future needs dictate. 
Timeframe Ongoing Assigned to: Division Chief Paul Grano 

Critical 
Tasks 

 Create an evaluation / oversight committee. 
 Collect and review pertinent data on relative to the project. 
 Report any needed revisions. 
 Implement any approved changes as necessary. 
 Continue to re-evaluate annually. 

Funding 
Estimate 

Capital Costs: 
Personnel Costs: 

Consumable Costs: 
Contract Services Costs: 
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Vision 
On the final day of the process, the CPSE presented the LAFD a vision of where the agency 
will be in the future.  This vision provides a target of excellence that the organization will 
strive toward and provide a basis for its goals and objectives.   

Table 18:  Vision of the Los Alamos Fire Department 

It is the vision of the Los Alamos County Fire Department to be renowned for its PRIDE 
and consistent demonstration of best practices and active department values in mission 
execution that exceeds the needs and expectations of our community.  

Professionalism will be the foundation of our overall culture and, enhanced through our 
commitment to public relations and external communications initiatives, ensuring an 
enhanced interaction with the community we are honored to serve.  

Readiness will be demonstrated by continued improvements to the community’s 
emergency communications system supported by contemporary technology solutions 
and a complete range of updated physical resources. 

Involvement will be clearly established in the internal communications processes that 
when institutionalized, will support our members and work toward greater 
accountability and development.  

Discipline will be demonstrated as we hold one another accountable for fulfilling our 
mission and actively demonstrating our values through our empathic awareness of 
others, as we develop better quality human resource management practices.  

Excellence is at the heart of our individual and department goals, recognized by 
steadfast efforts to be continuously known as an internationally accredited fire service 
agency, recognizing we are entrusted with the safety and welfare of our community 
which drives us to ensure this vision becomes reality.  

We Walk With P.R.I.D.E. 
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Performance Measurement 
“Managing for Results” 

As output measurement can be challenging, the organization must focus on the 
assessment of progress toward achieving improved output.   Collins states, “What matters 
is not finding the perfect indicator, but settling upon a consistent and intelligent method 
of assessing your output results, and then tracking your trajectory with rigor.”3  They 
must further be prepared to revisit and revise their goals, objectives, and performance 
measures to keep up with accomplishments and environmental changes.  It has been 
stated that:  

…successful strategic planning requires continuing review of actual 
accomplishments in comparison with the plan…periodic or continuous 
environmental scanning to assure that unforeseen developments do not 
sabotage the adopted plan or that emerging opportunities are not overlooked. 4  

Why Measure Performance? 

It has been said that: 

 
 
 
 
 
 
 
 
 
 
In order to establish that the LAFD’s Strategic Plan is achieving results, performance 
measurement data will be implemented and integrated as part of the plan.  An integrated 
process, known as “Managing for Results,” will be utilized, which is based upon the 
following: 

 The identification of strategic goals and objectives; 
 The determination of resources necessary to achieve them; 
 The analyzing and evaluation of performance data; and 
 The use of that data to drive continuous improvement in the organization. 

                                                 
3 Collins Good to Great and the Social Sectors. Boulder, 2009 
4 Sorkin, Ferris and Hudak. Strategies for Cities and Counties. Public Technology, 1984. 
 

 If you don’t measure the results of your plan, you can’t tell success from failure. 

 If you can’t see success, you can’t reward it. 

 If you can’t reward success, you’re probably rewarding failure. 

 If you can’t see success, you can’t learn from it. 

 If you can’t recognize failure, you can’t correct it. 

 If you can demonstrate results, you can win public support. 

Reinventing Government 
David Osborn and Ted Gaebler 
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A “family of measures” that is typically utilized to indicate and measure performance 
includes the following: 

 Inputs:   Value of resource used to produce an output. 

 Outputs:   Quantity or number of units produced which are activity-  
   oriented and measurable. 

 Efficiency:   Inputs used per output (or outputs per input). 

 Service Quality:  The degree to which customers are satisfied with a program, 
   or how accurately or timely a service is provided. 

 Outcome:   Qualitative consequences associated with a program/service; 
   i.e., the ultimate benefit to the customer.  Outcome focuses 
   on the ultimate “why” of providing a service. 

 

The Success of the Strategic Plan 
The LAFD has approached its desire to develop and implement a Strategic Plan by asking 
for and receiving input from the community and members of the agency during the 
development stage of the planning process.  The agency utilized professional guidance 
and the Community-Driven Strategic Planning Process to compile this document.  The 
success of the LAFD’s strategic plan will not depend upon implementation of the goals 
and their related objectives, but from support received from the authority having 
jurisdiction, membership of the agency, and the community at-large.  

 

 
 

 

 
 
Provided the community-driven strategic planning process is kept dynamic and 
supported by effective leadership and active participation, it will be a considerable 
opportunity to unify internal and external stakeholders through a jointly developed 
understanding of organizational direction; how all vested parties will work to achieve the 
mission, goals, and vision; and how the organization will measure and be accountable for 
its progress and successes.5 
  

                                                 
5 Matthews (2005). Strategic Planning and Management for Library Managers 

“No matter how much you have achieved, you will always be merely good 
relative to what you can become.  Greatness is an inherently dynamic 
process, not an end point.” 
 

     Good to Great and the Social Sectors 
Jim Collins 
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Glossary of Terms, Acronyms, Initialisms 
For the purposes of the Community-Driven Strategic Planning, the following terms and 
acronyms have the meanings set forth below:   

Accreditation A process by which an association or agency evaluates and 
recognizes a program of study or an institution as meeting certain 
predetermined standards or qualifications.  It applies only to 
institutions or agencies and their programs of study or their 
services.  Accreditation ensures a basic level of quality in the 
services received from an agency.  

BIA Bureau of Indian Affairs 

CA Cooperative Agreement 

CFAI Commission on Fire Accreditation International 

CPSE Center for Public Safety Excellence 

CRNB Chemical, Radiological, Nuclear, Biological 

Customer(s) The person or group who establishes the requirement of a process 
and receives or uses the outputs of that process; or the person or 
entity directly served by the department or agency.  

DOE Department of Energy  

Efficiency A performance indication where inputs are measured per unit of 
output (or vice versa). 

EMR Emergency Management - LANL 

EMS Emergency Medical Services 

Environment Circumstances and conditions that interact with and affect an 
organization. These can include economic, political, cultural, and 
physical conditions inside or outside the boundaries of the 
organization.  

FCD Fire Chief’s Directive 

FEMA Federal Emergency Management Agency 

FLSA Fair Labor Standards Act 

GED General Education Diploma 

HazMat Hazardous materials 

Input A performance indication where the value of resources are used to 
produce an output. 

IFSAC International Fire Service Accreditation Congress 
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ISO Insurance Services Office 

IT/IM Information Technology / Information Management 

LA Los Alamos 

LAC Los Alamos County 

LAFO Los Alamos Field Office 

LAMC Los Alamos Medical Center 

LANL Los Alamos National Laboratory 

LAPS Los Alamos Public Schools 

LASO Los Alamos Service Office 

Mission  An enduring statement of purpose; the organization's reason for 
existence. Describes what the organization does, for whom it does it, 
and how it does it. 

MOU Memorandum of Understanding  

NFPA National Fire Protection Association 

NNSA National Nuclear Security Administration 

NPS National Parks Service 

OSHA Occupational Safety and Health Administration  

Outcome  A performance indication where qualitative consequences are 
associated with a program/service; i.e., the ultimate benefit to the 
customer. 

Output  A performance indication where a quality or number of units 
produced is identified. 

Performance Measure  A specific measurable result for each goal and/or program that 
indicates achievement. 

PSA Public service announcement 

Q & A Quality and assurance. 

RMP Resource Mobilization Plan 

Stakeholder  Any person, group, or organization that can place a claim on, or 
influence the organization's resources or outputs, is affected by 
those outputs, or has an interest in or expectation of the 
organization.   

Strategic Goal  A broad target that defines how the agency will carry out its mission 
over a specific period of time.  An aim; the final result of action.  
Something to accomplish in assisting the agency to move forward. 
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Strategic Objective A specific, measurable accomplishment required to realize the 
successful completion of a strategic goal.   

Strategic Plan A long-range planning document that defines the mission of the 
agency and broadly identifies how it will be accomplished, and that 
provides the framework for more detailed annual and operational 
plans.  

Strategic Planning The continuous and systematic process whereby guiding members 
of an organization make decisions about its future, develop the 
necessary procedures and operations to achieve that future, and 
determine how success is to be measured.   

Strategy A description of how a strategic objective will be achieved.  A 
possibility.  A plan or methodology for achieving a goal.  

UNMLA University of New Mexico – Los Alamos 

USFS United States Forestry Service 

Vision An idealized view of a desirable and potentially achievable future 
state - where or what an organization would like to be in the future.  
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