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EXECUTIVE SUMMARY 

Citygate Associates, LLC performed a Standards of Response Cover (SOC) and Headquarters 

Staffing Review study for the City of Carlsbad (City) Fire Department (Department). This study 

included reviewing the adequacy of the current fire station deployment system and the 

headquarters staffing to support the agency. This study led to the decision to develop a strategic 

plan that, going forward, would provide the Department orderly guidance for implementing the 

recommendations contained in SOC and headquarters staffing study report. 

The process used by the Department was Applied Strategic Planning,
1
 defined as “the process by 

which the guiding members of an organization envision its future and develop the necessary 

procedures and operations to achieve that future.” Fourteen senior members of the Carlsbad Fire 

Department formed the Strategic Planning Work Group. They started in early May 2016 and 

conducted four workshops with the consultant to develop the plan. Simultaneously with this 

strategic planning effort, the SOC and headquarters review was also performed and completed. 

The vision, values, and mission of the Department were reviewed as a prelude to the planning 

process. Much work had been done on these core concept statements before the planning process 

so they were well incorporated into the planners’ thinking at the outset. This step ensured that 

everyone understood that the business decisions of the Department were to be based on the 

vision, values, and mission of the Department. The mission statement is the most critical of these 

as it is a clear statement of what business the organization is in, who it serves, how it goes about 

serving its customers, and, most importantly, why it exists. 

One of the first steps the Strategic Planning Work Group took was deciding on a strategic 

planning time frame of eight years. This means that as the plan is executed over time, the Work 

Group will project out eight years so that the plan always reflects the next eight years. This 

ensures that, as conditions change and opportunities occur, the Department will always be 

thinking eight years into the future. 

Developing the strategies involved a four-step process that started with the first step of 

identifying the organization’s major lines of business to fulfill its mission. The second step was 

to identify the critical success indicators for each line of business. The third step involved 

developing strategic thrusts—actions the organization needs to take so it can implement its 

strategies. Finally, the culture needs to be developed to support the plan. Having a broad-based 

Work Group ensured that all these steps were considered as the strategies were developed. 

                                                 

1
 Nolan, Timothy M., Leonard D. Goodstein, and Jeannette Goodstein. Applied Strategic Planning, An Introduction. 

John Wiley and Sons, Inc. San Francisco. 2008. 
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Out of these workshops, a total of 10 strategies were developed, each of which is closely aligned 

with the mission of the Department (see page 6 for a list of all 10 strategies). Of the 10 strategies 

that the Work Group developed, three of the strategies and goals are of note: 

 Strategy A – Perform value-driven personal appraisals (Support Services)  

Goal A1 – Establish “360-degree” Evaluation and Appraisal System. This is 

becoming a common practice in industry, but has not caught on with the fire 

service. Due to the open communication that exists in the Department, it is ready 

for this challenge. 

 Strategy B – Deliver continuous improvement of internal and external operational 

services (Operations)  

Goal B1 – Establish Fire Department Effectiveness Plan. This will establish time 

standards by which the City can measure the effectiveness of its Fire Department 

in serving the public and make appropriate changes. This is consistent with the 

Standards of Response Cover study recently completed. 

 Strategy D – Provide emergency medical services that recognize and embrace the 

community’s needs (EMS) 

Goal D2 – Expand Fire Department Role. The role of the Fire Department in 

EMS will continue to evolve, and the role of fire-based EMS will broaden within 

the Carlsbad community. 

There are other goals as part of these strategies. Once all 10 strategies were identified and 

developed, the Work Group conducted a performance audit to determine how well the 

Department was performing. Each line of business was analyzed, essentially its external service 

delivery of fire prevention, emergency response, and emergency medical service, as well as its 

internal support programs. A multi-faceted SWOT
2
 analysis was performed of each line of 

business to assess the Department’s strengths and weaknesses and outside opportunities and 

threats. The competitive market was also examined to see where opportunities existed to increase 

or at least retain market share for the Department.  

Upon completion of the performance audit, the Work Group conducted a gap analysis to 

compare the Department’s current situation with its ideal future. Closing the gap is what 

generated the action plans. The action plans for each strategy consist of one or more goals, with 

each goal having a series of objectives. The objectives specifically describe the action that the 

department needs to take. They are written in SMART format: specific, measurable, action 

oriented, and realistic with a time constraint. Also, included in the action plans are an assignment 

                                                 

2
 Strengths, Weaknesses, Opportunities, Threats 
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of responsibility within the Department for a goal and an estimated cost to achieve that goal. 

After the draft action plans were completed, it became obvious that the total cost of the goals was 

prohibitive and some trade-offs, integration, and reconfiguration of the goals would be needed 

for the entire plan to be realistic.  

Contingencies that might occur that could affect the plan were discussed by the Work Group, but 

no obvious considerations were determined. 

Three other considerations are included in the planning process. Environmental Monitoring is 

tracking what is happening within the Department, as well as externally, to take advantage of the 

most up-to-date information for the plan. Application Considerations, so-called “quick fixes,” is 

acting to fix a process or endeavor as soon as its solution is discovered rather than waiting for the 

final plan to be produced. Finally, Notes for Next Year is the final step in the planning process; 

almost invariably during the planning cycle, issues will arise that would have been included in 

the plan had they been known early on, but they were not. These issues are placed in the category 

of Notes for Next Year to be handled in the next planning cycle. 

The payoff for Applied Strategic Planning is in the implementation. The plan will do no good 

sitting at the bottom of a desk drawer. The Work Group committed to an annual update of the 

plan in October of each year, just before the budget development process begins. As designed 

into the plan, each of the functional units within the Department has a responsibility to perform 

the actions outlined in the plan. 
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INTRODUCTION 

BACKGROUND 

Concurrent with the strategic planning process, the Carlsbad Fire Department completed a 

Standards of Response Coverage (SOC) analysis and a headquarters and support functions 

review. The strategic plan builds on the SOC analysis and headquarters review to provide a 

coherent and consistent approach for the Department to navigate its future. “We define Applied 

Strategic Planning (ASP) as the process by which the guiding members of an organization 

envision its future and develop the necessary procedures and operations to achieve that future.”
3
 

Strategic planning helps the organization to create its own future. In this ever-changing world, 

organizations need strategic planning more than ever, especially considering that factors which 

scarcely affected fire departments 50 years ago have profound influences today.  

An example of this is found in contemporary emergency medical services (EMS). Fifty years 

ago, John Gage and Roy DeSoto had not yet graced the television screens with the show 

“Emergency”, but when they did, “Emergency” became a household favorite and the impact on 

fire service was profound. Up to that time, most firefighters were trained in advanced Red Cross 

First Aid. However, within a short time, every community was demanding fire department-based 

paramedic response. From those humble beginnings came one of the largest unfunded long-term 

experiments in medicine without a control group. Today, emergency medical responses comprise 

64% percent of the 7,800 fire department calls for service. 

Emergency medical services continue to evolve and the future is uncertain. Many factors may 

continue to impact EMS, including: the increasing demands for services, the Affordable Care 

Act, the evolution of community paramedicine, the increasing number of medical clinics (with 

companies such as Walgreens, CVS, and Rite Aid providing healthcare clinics), evolving 

advanced medical roles for nurses, and technology advances, to name several. 

Because change is a constant and it is impossible to foresee the future, strategic planning is an 

ongoing process and plans need to have the built-in structures necessary to adapt to change. In 

the ASP model, the process of environmental monitoring is continuous throughout planning and 

provides up-to-date information concerning the status of the organization as well as the external 

environment.  

Ultimately, it is not the plan itself that is important; it is the planning process that is the most 

valuable. The development of the Planning Work Group is vital to success because, at the end of 

the initial formal planning process, the organization is left with a trained group of planners who 

                                                 

3
 Nolan, Timothy M., Leonard D. Goodstein, and Jeanette Goodstein. Applied Strategic Planning, An Introduction, 

2
nd

 Edition. Pfieffer, John Wiley and Sons. San Francisco. 2008. 
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can keep the plan consistent and on-track, yet be flexible enough to adjust the plan to new 

challenges and changing environments.  

PURPOSE AND SCOPE 

This document is a strategic plan. Strategic planning is performed to create a real future for the 

Carlsbad Fire Department rather than passively accepting changes. Implied in this planning 

process is the notion that each of the goals and objectives in this plan will lead to a measurable 

and tangible action or outcome. As a result, the plan guides the service lines of the Department 

over the next eight years. Additionally, implicit in the planning process are annual updates that 

continually stretch the plan eight years into the future. This continuous updating of the plan 

guarantees the flexibility to meet unforeseen opportunities and challenges. The Department has 

made a commitment that this updating will occur in October of each year in time to include plan 

objectives in the annual budget process that commences during the following January. 

This plan was developed over five months. A Work Group comprised of chief officers, 

prevention staff, support staff, fire captains, and the firefighters’ union have developed and 

prioritized the goals and objectives to empower the future of the Department.  

The members of the Work Group were instructed in the strategic planning process so that they 

could continually update the plan without the consultant present. The Work Group members 

ultimately become the key stakeholders and plan sponsors, thus ensuring that the plan is utilized 

as intended. 

USING THE STRATEGIC PLAN 

Strategic planning is a process for guiding an organization by which the members of the 

organization work together to create their own plan and their own future. Citygate Associates 

believes in this process for three important reasons. First, as already mentioned—the 

organization participates in its own planning, and the consultant acts as a facilitator to keep the 

Work Group on-track and to help them understand the process as it develops. Second, as the 

Work Group goes through the process, they learn to become planners and how to maintain and 

update their plan to meet changing circumstances and needs. Finally, at the end of the planning 

process, the members of the Work Group own the plan (both the plan’s organization and its 

outcome).  

The Carlsbad Fire Department elected to go through the planning process at this time because the 

Department was at a crossroads. The leadership team is fairly new and looking to establish a 

vision for the Department’s future that they could all support. The leadership wants to empower 

all the employees to participate in developing the organization’s future.  
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The strategic plan for the Department serves the same purpose as a General Plan does for the 

City, except on a smaller scale. The strategic plan is the foundational plan upon which budgets, 

master plans, and other activities rely for guidance. Budgets and other similar plans are 

necessarily short-term; the strategic plan takes a longer view of eight years. The purpose of this 

is so the members of the organization can envision its future and develop the necessary 

procedures and operations to achieve that future. The strategic plan is the precursor to the 

strategic management process that ensures the plan is implemented successfully. This requires 

the ongoing commitment of the Department’s leadership. 

The most valuable facet of this plan is not written, it is in the minds of the members of the 

Planning Work Group. Even though they were all very busy people, they took the time to look 

closely and objectively at their organization to find ways to accomplish its mission better, faster, 

easier, and/or cheaper while retaining their organization’s values. Now that they have that 

expertise and experience, they are the keepers of the plan and it is their responsibility to ensure 

its persistent use and constant currency.  

Since public agencies are not driven by the profit incentive they must find other ways to keep the 

organization inspired with new direction and new ideas. Constantly looking into the future and 

striving to make that future their own empowers the planners to keep their organization forward-

thinking and performing. 

ORGANIZATION OF THE PLAN – PLAN FUNDAMENTALS 

Vision, Values, and Mission 

The vision, values, and mission statements are the basic concepts of the plan that briefly describe 

the organization at its ideal best. They provide direction for the plan and ultimately for the 

organization as well. These statements are not mere slogans or mottoes, they are reference points 

for the employees to use when making decisions and encountering issues. 

Strategies 

Strategy is another word for plan, so the strategies are the major planning headings for each of 

the major directions that the planners considered important. They are typically reflective of the 

major functional components of the Department—but not in all cases. 

 Strategy A – Perform value-driven personal appraisals (Support Services) 

 Strategy B – Deliver continuous improvement of operational services with 

reference to the Standards of Response Cover (Operations) 

 Strategy C – Embrace the five functions of fire department community risk 

reduction: engineering, enforcement, investigation, education, and information 

(Fire Prevention) 
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 Strategy D – Provide emergency medical services that recognize and embrace the 

community’s needs (EMS) 

 Strategy E – Support the Department’s administrative functions through robust, 

competent, and friendly internal service (Support Services) 

 Strategy F – Support the City’s public safety and community welfare mission 

through a vigorous resilience, protection, prevention/mitigation, preparedness, 

response, and recovery system (Emergency Preparedness) 

 Strategy G – Provide standard, verifiable, ongoing, and realistic training for all 

personnel based on fire service standards; local, state, and federal requirements; 

and emergency response demands (Training)  

 Strategy H – Transition from a USAR Heavy to an alternate technical rescue 

profile (Operations) 

 Strategy I – Improve Fire Department facilities to meet the current and future 

needs (Support Services) 

 Strategy J – Complete Fire Department credentialing (Support Services) 

Strategic Thrusts 

The strategic thrusts are organizational resources the Department must acquire before the action 

plans can be executed. 

1. Improve Information Technology Support 

The Carlsbad Fire Department relies on computer technology to perform many necessary 

functions including day-to-day administrative duties, staffing, station alerting, dispatching 

and call notification, and coordination and support of the Emergency Operations Center 

(EOC). The Department can no longer function effectively without a significant change in its 

Information Technology (IT) support. These functions are currently minimally supported by 

the City’s IT Department. City assistance is slow to respond to the Fire Department’s 

24/7/365 operational needs, and the Fire Department’s hardware is outdated. The Fire 

Department has a major information technology investment that will only grow over time as 

more functions are “computerized.” 

There is a need for an IT specialist in the Fire Department assigned directly to the 

Department to manage the Department’s IT needs. Currently, hardware and software 

maintenance and troubleshooting is handled by individuals in the Department that possess 

some IT knowledge, but the extreme amount of time required for this project takes time away 

from Department training and other responsibilities.  
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The creation of an IT FTE position for the Fire Department will support numerous necessary 

functions that are currently overwhelming the Department’s IT support capabilities, will 

increase the productivity of operations, will help to create new programs to provide superior 

service, and is essential for advancing the proposed strategic plan. The change to the 

Department culture will be positive; the Department will have a central contact and complete 

ownership of all of its IT needs. The addition of one FTE position is an immediate necessity. 

In addition to the improvements in balancing workload and creating an efficient department; 

many components of this plan rely upon an improved IT capability for the plan to go 

forward. That is why this is a strategic thrust and not a strategy.  

The additional strength in IT will provide the expertise in hardware, software, cloud-based 

data storage, and the personal skills to establish good communication with numerous 

agencies, City departments, and staff. The following is a listing of the responsibilities that the 

Department’s IT position would hold. 

IT Hardware Improvement 

The Department sorely needs up-to-date hardware. Many of the Department computers 

are outdated and do not have the capabilities to run current versions of software. To 

improve efficiency, the Department IT would create cloud-based storage options for 

necessary programs. Cloud-based storage options will not be affected by the constant 

City server issues that render many of the necessary Department software programs 

useless and unsupported. 

IT Software Improvement 

The improvement of software will greatly increase productivity of Department staff as 

well as increase compatibility between programs that the Department uses for metrics, 

report documentation, and communication. The current computer software platform, 

Microsoft Windows 2007, limits the Department from the use of more up-to-date 

applications and programs. Keeping the software updated will allow the Department to be 

on the cutting-edge of the new applications and programs that are available and provide 

more efficient use of staff, superior service delivery, and enhanced communication 

between programs. 

Liaison with North Comm. 

A liaison with North Comm., the Department dispatch center, would provide a central 

contact for the following: dispatch pager repair and ordering; wireless modem repair and 

software updates; Mobile Data Computer (MDC) updates and repairs; and creation of 

metric reports from the Records Management System (RMS).  
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Administer TeleStaff 

TeleStaff is the daily staffing program that is used by many city departments including 

Carlsbad, and is used for staffing fire companies every day. This program is in a constant 

state of fluctuation with staffing, position changes, and the compiling of reports for 

metrics and payroll. The new version of this program has the benefits of timekeeping, 

scheduling, absence management, payroll, and more. Use of this program results in 

reduced labor costs, minimized compliance risk, and improved workforce productivity. 

Although the program would benefit the Department, this update cannot be brought 

online due to the time required to customize it for the Department. After an IT specialist 

customizes this program for the Department, the Department would experience the 

benefits of the latest version of the software. 

Website / Social Media  

The Department does not have control over the content of its space on the City’s website, 

nor any other form of social media that customers, residents, and those that visit Carlsbad 

can use for information and communication. For the majority of the population, social 

media is the way that information is researched and real-time information is quickly 

disseminated to the public.  

ePCR 

Over 60% of the Department’s emergency responses are medical emergencies. The 

majority of these calls require charting of patient information on an electronic patient 

care report (ePCR). This is done using an iPad or iPad mini. In addition to patient care 

reports, all billing is completed through this platform. Maintenance of these tablet devices 

is currently performed in a haphazard manner. 

Department IT Technical Support and Visioning 

The current IT general technical support is managed through the City IT Department help 

desk. This service is slow and does not meet the needs of a 24/7/365 operation. 

Department-assigned IT general technical support would enhance performance and 

reduce the down time of computers and internet connections—particularly during nights, 

weekends, holidays, and during disasters. Failure in technical support can bring 

Department communications and information flow to a halt; like most all other agencies, 

the Fire Department has become computer-dependent. 

Fire Prevention Support 

The Fire Prevention Division operates within the Community & Economic Development 

Department’s project management software system known as EnerGov. The liaison 

would provide a central contact between Fire Prevention and IT to address any needs 
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related to mobile applications of the software, fire operations access for digitally stored 

plans, and creation of GIS layers utilizing EnerGov data. As the Fire Prevention Division 

moves toward digital plan review in the near future, the liaison would be responsible for 

determining software and hardware necessary to perform digital reviews and determining 

how this review process would be tied into the City’s RMS system. The liaison would 

also explore the potential for web-based scheduling options for new construction projects. 

Improving information technology support was mentioned as the first strategic thrust because 

the remaining strategic thrusts also depend on a smoothly functioning IT program; however, 

improving IT support cannot be obtained by continuing with the current system of sporadic 

City IT support and well-meaning amateur repairs and renovations. 

2. Enhance Fire Department Internal and External Communications 

As the Department embraces and initiates the strategic plan, citizens, elected officials, City staff 

as well as the Department personnel, need to be informed of the actions and resulting changes in 

the Fire Department. In addition, both emergency and routine activities of the Department need 

much greater exposure to the same target audiences. To accomplish an increased level of 

exposure, the Department needs to contract or hire a public information professional (one FTE) 

with a background in emergency services. This professional would oversee enhancing the 

Department’s internal and external communications as well as teaching the Department’s 

members how to become information resources.  

3. Upgrade the Records Management System (RMS) 

As a member of the North County Dispatch Joint Powers Authority (North Comm.), Carlsbad’s 

dispatching services must use the same RMS as all other members to obtain fire incident data 

from North Comm. North Comm. cannot upgrade its system one city at a time because each 

city’s database is maintained on the same server. 

Some member cities are planning to purchase new computers with later versions of Windows 

this fiscal year. If member cities have not upgraded, North Comm. will make the purchase at the 

member agency’s expense. North Comm. will advocate replacing all the old computers and 

upgrade to version 5 RMS. 

Integrated Action Plans 

The integrated action plans are comprised of the following elements and presented in the 

following format: 
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STRATEGY X 
SAMPLE STRATEGY 

Strategies  

In addition to the description of strategies above, each strategy has a desired outcome. This 

desired outcome is generally challenging to achieve, and oftentimes causes the organization to 

grow. There are also critical success indicators that act as benchmarks to measure success. Also 

identified for each strategy are the applicable strategic thrusts (defined above). Not every 

strategic thrust applies to every strategy, but the strategic thrusts that apply to a strategy are 

listed. Finally, every strategy has an impact on the culture of the organization. The pros and cons 

of the impact on culture are identified for each strategy. Recognition of cultural impact prevents 

dysfunctional situations later as the plan develops into reality. 

Goal X1 – Sample Goal 

Goals 

Goals are statements of long-term aspirations that describe the methods to improving or 

developing the strategy.  

As time passes and immediate goals and objectives reach completion, mid-range goals and 

objectives become immediate and some long-term goals and objectives then become mid-range. 

Objectives 

Objectives are the specific action items for each of the listed goals. Objectives are very specific, 

measurable, achievable, realistic, and have some type of time measure, normally a start year and 

a completion year. Some objectives are one-time only and some are ongoing, which means that 

they may be repeated as necessary for that goal. The objectives are displayed in tables such as 

this: 
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 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

X1.1 Ascertain current status of survival rates by 

participating in the CARES registry for a full year. This 

objective is completed and indicated by a checkmark. 
   

X1.2 Engage the CERT team and other community groups 

in teaching CPR at community events. This objective 

starts in years 1 or 2 and continues into years 6 

through 8. 

   

X1.3 Plan a major publicity event (possible Guinness Book of 

records attempt) to bring community-wide awareness to 

the need for bystander CPR. This objective is started 

and completed in years 3 through 5. 

   

X1.4 Provide CPR training to the community at all Fire 

Department-related community events. This objective 

starts in years 1 or 2 and continues into years 6 

through 8. 

   

Implementation of these goals is recommended within the following timeframes: 

 Immediate – goals with objectives to be completed in the first two years of the 

plan (maroon) 

 Mid-range – goals with objectives to be completed in the third through fifth year 

of the plan (green) 

 Long-term – goals with objectives to be completed in the sixth to eighth year of 

the plan (blue) 

 Combination – goals with objectives to be completed in the immediate, mid-

range, and/or long-term segments of the plan. 

Staffing Needed 

Staffing needed has two components: (1) the individual responsible for following up on 

completion of objectives—this could be a name or position; and (2) the necessary full-time 

equivalents (FTEs) needed to execute the goal. 

Estimated Cost 

This can be presented as an estimated total cost over the life of the goal or developed as a budget 

proposal. This estimate should be revised and refined consistent with the timing of the 

objectives. 

These parts complete the integrated action plans. 
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MESSAGE FROM THE FIRE CHIEF  

Strategic planning is an activity used to set priorities, focus energy and resources, strengthen 

operations, ensure employees and other stakeholders are working toward common goals, 

establish agreement around intended outcomes/results, and assess and adjust the Department’s 

direction in response to a changing environment. It is a disciplined effort that produces 

fundamental decisions and actions that shape and guide what an organization is, who it serves, 

what it does, and why it exists, with a focus on the future. Effective strategic planning articulates 

not only where an organization is going and the actions needed to make progress, but also how it 

will know if it is successful. 

As you read through the plan please keep in mind that these are goals. The bottom line is, this 

plan is not a flag to wave, rather it is a document that helps keep us on track to common goals 

and we will have an opportunity to evaluate, change, and adjust the plan each year during the 

month of October. If you see a future project that sparks your interest, get involved in the 

process. This is your fire department, not mine.  

The first time through the process was a lot of work and all ranks assisted in the development of 

this plan. Many months of homework, meetings, and rewrites brings this year’s strategic 

planning process to a close. Thank you to everyone for all your commitment and hard work.  

This strategic plan confirms the Carlsbad Fire Department’s commitment to protecting life, 

property, and the environment. It will serve as a guide for continued excellence in service, to 

meet the needs of the community.  

Each of the strategies will be used to systematically and thoughtfully guide the Department 

through achieving results by thinking about the future needs of the Department and community. 

A positive outcome of implementing this plan will build a workforce which embodies the vision 

and values of the Carlsbad Fire Department, develop future leaders, and further develop 

partnerships within the City, as well as its business leaders. 

The 2017 Carlsbad Fire Department Strategic Plan includes ten strategies to be accomplished by 

executing specific objectives which support the mission, vision, and values. Maintaining the 

safety of the City of Carlsbad residents and visitors is the underlying foundation which drives the 

Fire Department, and subsequently this strategic plan. 

THE DEPARTMENT AND THE CITY WE SERVE 

The Carlsbad Fire Department was formed in 1952 as a volunteer organization responding to 

roughly 300 calls per year. Today, the Fire Department employs 82 full-time, career firefighters, 

with an additional 8 support staff and 240 volunteers. Six fire stations are strategically located 

throughout the City to maximize response capacity and minimize all-hazard risks.  
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The City of Carlsbad is growing, both through expansion into vacant land as well as infill. 

Between 2000 and 2010, the population increased from 78,247 to 105,328, an increase of 34.6%. 

The following graph shows the current demographics within the City of Carlsbad. 

Figure 1—Carlsbad Demographics (2013) 

 

This growth as well as demographic changes impact fire department operational workload. An 

example of how demographics impact fire department responses would be the implementation of 

the Affordable Care Act (ACA) increasing the number of healthcare insured citizens. These 

changes have increased EMS responses and positioned the Fire Department to assist members of 

the community to navigate their new healthcare plan. Changes in personal incomes, entitlement 

programs (i.e., Medicare and ACA), and health and human services programs change fire 

department response load and reimbursement for services. The following chart shows the 

insured/uninsured demographics within the City of Carlsbad.  

Table 1—Medical Insurance Carriers of EMS Calls for Service FY 2015 – 2016 

Provider 
Percentage of 

Total 

Medicare 51% 

Medi-Cal 13% 

Private Insurance 22% 

Private Pay 14% 

Total Runs 4684 
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VISION, VALUES, AND MISSION 

VISION 

Our vision is nothing less than realizing the full potential of this Fire Department through 

leadership, trust, innovation, accountability, and teamwork to serve people in their time of need. 

VALUES 

Duty Being driven by a calling to serve others with professionalism, 

integrity, and openness. 

Honor  Showing courage, respecting all human beings, and having confidence 

to do and say what is right, true, and just. 

Stewardship  Demonstrating operational readiness and responsible management of 

resources. 

Excellence  Holding ourselves and our team to the highest performance and ethical 

standards.  

Empowerment  Creating an environment where members feel trusted, valued, and 

inspired.  

MISSION  

Our Mission is to protect life, property, and the environment through all phases of service. 

Prevention  Reducing risk through engineering, education, and enforcement. 

Preparedness  Maintaining operational readiness and community awareness through 

training, exercises, public outreach, and programs. 

Response  Efficiently and effectively managing all-risk emergencies. 

Recovery  Helping those who have experienced a loss and helping with 

environmental restoration.  
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PLAN FUNDAMENTALS 

INTEGRATED ACTION PLANS 

STRATEGY A  
PERFORM VALUE-DRIVEN PERSONAL 

APPRAISALS (SUPPORT SERVICES) 
 

 

Overview 

Personal 360-degree Evaluation Programs that support our values: 

How do we evaluate ourselves and further align our daily goals and personnel motivation with 

our agencies stated values? Is the key open and honest feedback? Are we ready to hear the good 

and the not-so-stellar comments? If we are brave enough to ask for honest feedback in a 360-

degree format, then we must be ready to embrace the information, knowing that perception is 

reality. If we can be open-hearted and vulnerable enough, the possibilities for growth are 
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endless. For example, the program can be expanded into the Department as a part of probation 

including a 180-degree personnel review; this would be helpful in identifying the issues that are 

difficult to quantify (e.g., personality concerns). 

Desired Outcomes 

The Department has implemented a Personal Appraisal 360-degree Program that supports the 

organization’s values as well as individual employee growth. These assessments would be 

completed anonymously and submitted to an outside vendor for analysis and processing, 

therefore guaranteeing that there are no breaches in confidentiality. At the end of the evaluation 

process, the results will be presented in a way that enables the employee to digest them 

constructively and use the data to create a personal plan of development.  

Critical Success Indicators 

 The appraisal process reinforces the Empowerment values of the Department. 

 The Personal Appraisal 360-degree Program provides employees with the ability 

to obtain an accurate picture of their own effectiveness, by providing feedback 

from their managers, peers, direct reports, and others in the organization. 

 The 360-degree evaluation process is incorporated Department-wide during the 

lifespan of the strategic plan. 

 All benchmarks are achieved on time. 

Strategic Thrusts 

 None identified 

Impact on Culture 

Although this Department currently enjoys an exceptionally open and honest organizational 

leadership, value-driven personal appraisals would be another significant step to further 

strengthen the culture. For the program to be a success and embraced by the culture, it would 

require two elements: (1) slow, step-by-step, top-down implementation, with participation from 

all management, and (2) long-term consistent commitment.  

The process will guard against the “them and us” mentality while promoting transparency from 

the administration down to the newest employee. When this process is done well, people’s lives 

can be transformed in a positive way. The overall goal is to accomplish self-accountability rather 

than behavioral management by superiors. 

The concept that perception is reality will be difficult for some to accept; if not managed 

correctly, processes may lead to resentment. 
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Goals 

Advancing the strong organizational culture within the Carlsbad Fire Department through 360-

degree personal evaluation process and understanding that while no one person’s opinion is in 

itself predictive, the aggregate average of several raters really does provide a very accurate gauge 

of the skills of an employee. 
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Goal A1 – Establish “360” Evaluation and Appraisal 

System 

Establish a “360” evaluation and feedback personal appraisal system, followed by employee 

support, education, and a mentoring process program that supports employee growth, 

development, and commitment to Department values. This process should begin with the 

leadership and be ongoing. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

A1.1 Research possible vendors and products and decide 

on a program that best suits the needs of the 

Department; allow the Chief to review the format 

before it is released to the Department. 

   

A1.2 Finalize pilot program format. 
   

A1.3 Establish a schedule for the organization’s managers 

to receive positive and constructive feedback—the first 

step is including staff in the process to submit 

feedback; this exposure prepares them for their own 

“360” as the process develops. 

   

A1.4 Budget time for 360 appraisals of each group (e.g., 

captains, chiefs, etc.).    
A1.5 Communicate the plan and its goals to staff and 

provide answers to staff questions and/or concerns.    
A1.6 Develop a roll out schedule that provides staff with the 

time to reflect and consider their feedback regarding 

other members of the organization. 
   

A1.7 Complete Department-wide training that results in a 

desirable level of staff comprehension and actualizes a 

workforce that continues to grow an open, transparent, 

and respectful culture with a minimum of annual 

feedback and conversations. 

   

A1.8 Anticipate and gauge personnel need to discuss 

results; plan to make resources available to assist with 

developing personal plans for staff members. 
   

A1.9 Incorporate all Fire Department employees into the 

process; have a review schedule in place that is 

comparable, if not identical, to current personnel 

evaluations. 
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Staffing Needed 

The Department will likely need to contract with a company that specializes in 360-degree 

appraisals so that there is no concern with how the process is conducted and people feel secure 

with being open and honest.  

Estimated Cost 

Potentially $10,000, depending upon the number of personnel receiving feedback and the 

software or consultant chosen. 
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STRATEGY B  
DELIVER CONTINUOUS IMPROVEMENT 

OF OPERATIONAL SERVICES WITH 

REFERENCE TO THE STANDARDS OF 

RESPONSE COVER (OPERATIONS) 
 

 

Overview 

Fire Operations identifies seven primary goals as the basis of its internal and external service 

delivery. 

1. Protect life and property from fires and other natural or man-made disasters. 

2. Provide Advanced Life Support pre-hospital care for the sick and injured. 
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3. Provide specialized response to hazardous materials releases, technical rescue 

events, and incidents of terrorism. 

4. Provide and support fire prevention activities and community education 

programs. 

5. Protect and promote the health, safety, and overall well-being of our employees. 

6. Provide effective and compliant training for all personnel based on fire service 

standards; local, state, and federal requirements; and emergency response 

demands. 

7. Provide the highest levels of customer service to the members and visitors of our 

City. 

Desired Outcomes 

Service deliveries that protect life and property from fires and other natural or man-made 

disasters, including specialized response to hazardous materials releases, technical rescue events, 

and incidents of terrorism, while providing the highest levels of customer service to our City’s 

residents, local business employees, and visitors. 
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Critical Success Indicators 

Establish and achieve the following metrics over the life of the plan: 

 To treat medical patients and control small fires, the first-due unit should arrive 

within 7:30 minutes, 90 percent of the time, from the receipt of the 9-1-1 call in 

the regional fire dispatch center. This equates to a 1:30-minute dispatch time, a 

2:00-minute company turnout time, and a 4:00-minute drive time in the most 

populated areas.  

 Multiple-Unit Effective Response Force for Serious Emergencies: To confine 

fires near the room of origin, to stop wildland fires to under three acres when 

noticed promptly, and to treat up to five medical patients at once, a multiple-unit 

response of a minimum of three engines, one ladder truck, one paramedic 

ambulance, and one Battalion Chief, totaling 15 personnel, should arrive within 

11:30 minutes from the time of 9-1-1 call receipt in fire dispatch, 90 percent of 

the time. This equates to a 1:30-minute dispatch time, a 2:00-minute company 

turnout time, and an 8:00-minute drive time spacing for multiple units in the most 

populated areas. 
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 Hazardous Materials Response: Provide hazardous materials response designed to 

serve the fundamental mission of the City response—to minimize or halt the 

release of a hazardous substance so it has minimal impact on the community. The 

City can achieve this with a travel time of 6:00 minutes, 90 percent of the time, 

for the first company capable of investigating a hazardous materials release at the 

operations level. After assessment and scene evaluation is completed, a 

determination will be made whether to request additional resources from the 

County’s regional hazardous materials response partnership. 

 Technical Rescue: Respond to technical rescue emergencies as efficiently and 

effectively as possible with enough trained personnel to facilitate a successful 

rescue. Achieve a travel time of 6:00 minutes, 90 percent of the time, for the first-

arriving company for assessment of the rescue. Assemble additional resources for 

technical rescue capable of initiating a rescue within a total response time of 

11:30 minutes, 90 percent of the time. Safely complete rescue/extrication to 

ensure delivery of patient to a definitive care facility. 

 Emergency Medical Services: The City should continue to provide first responder 

paramedic services to all neighborhoods to 90 percent of the higher-priority 

medical incidents within an 8:00-minute travel time. 

 The fire/EMS dispatch center shall achieve performance compliance levels 

substantially similar to those of National Fire Protection Association (NFPA) 

1221.
4
  

 Record time stamps for first action (water on fire) and measure the impacts. 

 Create tool for unit-hour utilization metrics. 

 Create quarterly report showing amount of transports, and percent of calls that 

resulted in transport. 

Strategic Thrusts 

 1 – Improve information technology support 

 2 – Enhance Fire Department internal and external communications 

 3 – Upgrade the Records Management System (RMS) 

                                                 

4
 Pursuant to NFPA 1221 (2016 Ed.), the fire/EMS response shall be initiated by the fire department 90 percent of the time 

within 90 seconds of the telephone being answered at the fire/EMS dispatch center and 99 percent of the time with 120 seconds. 

Where the call is transferred from the public safety access point—the initial 9-1-1 call answering facility, also known as a 

PSAP—95 percent of the call transfer times shall not exceed 30 seconds.  
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Impact on Culture 

Much of what is included in this strategy is already encompassed in the Department’s operational 

activities; however, as the scope of the service deliveries are broadened, care must be taken to 

thoroughly explain and train the affected staff on each new aspect of operations. 

Goals 

Establish quality improvement benchmarks for each of the internal and external operational 

service deliveries of the Department and continuously monitor progress and work toward 

achieving those benchmarks.  
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Goal B1 – Establish Fire Department Effectiveness Plan 

Carlsbad’s Growth Management Plan (GMP) does not provide for any performance data; 

therefore, Goal B1 is to establish a Fire Department effectiveness plan, separate from the Growth 

Management Program (GMP), to evaluate performance and need for additional resources or 

changes in deployment models. This would consist of an approved document that incorporates 

the most up-to-date technologies, as seen in the Standards of Response Cover document, to 

determine effectiveness based on performance measures. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

B1.1 Establish City policy for response time standards that 

comply with an effectiveness plan    
B1.2 Define the process for measuring the standards that 

includes trigger points for evaluation of services.    
B1.3 Define thresholds for exception reports. 

   
B1.4 Ensure there are no conflicts with zone response plan 

and measurement tables.    
B1.5 Determine the appropriate tool for measuring 

conformance with established standards.    
B1.6 Determine how often the measurements are calculated 

and reported.    
B1.7 Create and submit for City Council approval a 

Standards of Response Cover plan (separate from the 

GMP) that incorporates all above criteria and defines 

benchmarks for evaluating the need for additional 

resources and/or deployment model changes. 

   

Staffing Needed 

No additional staff needed; improvement is within the capacity of current staff if IT systems are 

in place—specifically dashboard capabilities. 

Estimated Cost 

No estimated cost.  
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Goal B2 – Determine the Need for an Additional Paramedic 

Transport Unit 

The City should continue to provide first responder paramedic services to all neighborhoods to 

90 percent of the higher-priority medical incidents within an 8:00-minute travel time. 

The Department should monitor the workload on the ambulances and, if the Station 2 ambulance 

reaches 30 percent unit-hour utilization for extended hours of the day, a fourth ambulance should 

be added during at least the daytime, high-demand hours. 

As part of this goal, facility enhancements will be needed to house a fourth ambulance in the 

proper location, additional staffing will need to be hired and trained, another ambulance will 

need to be purchased with the full complement of equipment.  

The need for this unit is current, but not yet critical, for the following reasons: 

 Call volume and call saturation supports a fourth medic unit. 

 The geographic layout of the City and growth in the outlying areas supports a 

fourth medic unit. 

 Transportation cost recovery will support necessary additional employees. 
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Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

B2.1 Research history of growth and development of the 
Carlsbad paramedic program to date.    

B2.2 Create summary of call volume stats since third 
ambulance.    

B2.3 Create summary of call saturation. 
   

B2.4 Define roles of dual role ambulance 
(firefighter/paramedic).    

B2.5 Define training demands. 
   

B2.6 Determine current cost recovery and impact of a fourth 
ambulance.    

B2.7 Determine cost of fourth ambulance. 
   

B2.8 Create report for City Council including the above. 
   

B2.9 Present to the Finance Department and City Manager 
as part of the Department’s budget package.    

B2.10 Present to City Council. 
   

B2.11 Hire FTEs.    
B2.12 Place ambulance in service.    

Staffing Needed 

Staffing needs will be dependent upon the outcome of the analysis. 

This is the joint responsibility of Operations and EMS.  

Estimated Cost 

Cost will be dependent upon when the fourth ambulance is needed, for part- or full-time 

deployment. 
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Goal B3 – Determine the Need for an Additional Aerial-

Capable Apparatus 

Add a second ladder truck to meet the increased demand within the City. The companion 

Standards of Response Cover study has identified an increased need for ladder company 

operations in the northwest quadrant of the City, based on the additional call volume and risk 

assessments. 

As part of this goal, facility enhancements will be needed to house a ladder truck in the proper 

location, additional staffing will need to be hired and trained, and a second ladder truck will need 

to be purchased with the full complement of equipment. 

The need for this unit must be substantiated under the following criteria: 

 Risks to be protected, call volume, and call saturation supports an additional first 

response unit. 

 The geographical layout of the City and growth in the outlying areas supports a 

second ladder truck. 
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Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

B3.1 Research history of growth and development of the 

Carlsbad ladder trucks to date.    
B3.2 Research construction/occupancy changes in 

Carlsbad.    
B3.3 Research height limit changes in the building code.  

   
B3.4 Define roles of Truck Company including equipment 

that enables medium rescue to be performed.    
B3.5 Define training demands. 

   
B3.6 Determine call saturation areas. 

   
B3.7 Determine cost of rebuilding Station 1 to house a truck. 

   
B3.8 Determine cost of a Station 7.  

   
B3.9 Compare B3.7 to B3.8. 

   
B3.10 Present to Finance and City Manager as part of the 

Department’s budget package.    
B3.11 Present to City Council.    
B3.12 Purchase new truck.    
B3.13 Develop the timeline for the build requirement from 

pre-construction to delivery of the ladder truck.    
B3.14 Hire FTEs.    
B3.15 Place truck in service.    

Staffing Needed 

Staffing needs will be dependent upon the outcome of the analysis. 

Estimated Cost 

Cost will be dependent upon the outcome of the analysis. 
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Goal B4 – Develop Surf Rescue Capability 

The Department needs the capability for the suppression personnel to respond to water rescue 

emergencies which include static, dynamic, and surf rescue environments. Currently, the 

Department relies on seasonal state lifeguards for surf rescue on 6 of its 7 miles of coastline. This 

creates a gap in the lifeguards “off season.”  

Success would be measured by having 40% of our personnel qualified to respond to surf rescue 

emergencies. This will be obtained by a robust training program following USLA-ARRT 

requirements for initial startup and maintenance of a fully vetted policy. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

B4.1 Determine training and operational need for surf 
rescue response.    

B4.2 Determine training partners. 
   

B4.3 Create training plan meeting USLA-ARRT 
requirements.    

B4.4 Create operational guidelines. 
   

B4.5 Create presentation to Finance and City Manager as 
part of the Department’s budget package.    

B4.6 Present to City Council.    
B4.7 Receive funding.    
B4.8 Purchase all necessary equipment.    
B4.9 Train personnel.    
B4.10 Adopt policy.    

Staffing Needed 

Contract instructors will be needed initially to train personnel as this is outside of the normal fire 

training subject matter.  

Estimated Cost 

A one-time cost of $25,000. 
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Initially $25,000 to properly outfit personnel for this task including ropes, personal flotation 

devices (PFDs), and rescue helmets. There may be an additional cost for Speedo swim gear. 
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STRATEGY C  
EMBRACE THE FIVE FUNCTIONS OF FIRE 

DEPARTMENT COMMUNITY RISK REDUCTION: 

ENGINEERING, ENFORCEMENT, INVESTIGATION, 

EDUCATION, AND INFORMATION (FIRE PREVENTION) 
 

 

Overview 

To achieve elite status amongst the California fire service, the sections of the Carlsbad Fire 

Department’s Fire Prevention Bureau must strive to deliver the highest level of customer care 

and service possible at all times. The New Construction Section shall perform plan reviews 

through in-house staff or competent and professional third-party services at competitive prices 

with reasonable turnaround times and shall conduct field inspections in a manner that allows 

projects to rapidly continue at the desired pace of the developer whenever possible. The Fire and 

Life Safety Section shall perform annual inspections of all state-mandated, high-risk, and target 

hazard facilities to ensure compliance with all adopted fire code regulations, thereby ensuring a 
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safe environment for all that enter their premises. The Fire Investigation Section shall vigilantly 

pursue the likely cause of all fires, following all investigative standards and state laws that could 

lead to prosecution and conviction if arson is determined to be the cause. The Public Education 

Section shall provide appropriate hands-on educational classes to our business and residential 

communities, paying special attention to the needs of the young and elderly. The Hazard 

Reduction Section shall employ responsible mitigation strategies throughout our wildland urban 

interface areas through effective planning and inspection of these areas. It is through our desire 

to provide continuous improvement to our internal and external stakeholders that we will 

someday achieve the elite status that we desire to provide. 

Desired Outcomes 

Each of the five functions of the Fire Prevention Bureau is adequately staffed and supported to 

successfully achieve its stated budgetary target. 

Critical Success Indicators 

 Digital forms are used in Fire Prevention. 

 Fire and life safety annual inspection program exists for the business community. 

 Benchmarks and measures are used for the productivity and performance of fire 

prevention programs. 

 Fire investigation mutual aid program is developed and operating. 

 Community Risk Reduction analysis of Carlsbad is completed. 

 Targeted public education presence in the schools is developed. 

 A document management program for fire prevention records is implemented. 

 Temporary part-time weed abatement inspector is converted to full-time career 

position. 

 In-house review is included within the plan review program. 

 Fire Prevention Bureau staffing is trained and developed to effectively perform all 

assigned tasks. 

Strategic Thrusts 

 1 – Improve information technology support 

 2 – Enhance Fire Department internal and external communications 

 3 – Upgrade the Records Management System (RMS) 
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Impact on Culture 

For many years the Fire Prevention Bureau has been limited to focusing on new developments 

(new subdivisions and major buildings that require plans checking) to the detriment of other 

program elements. Acknowledging the other aspects of the program and providing essential 

resources will most likely be positively received as long as it does not appear to be inhibiting the 

effectiveness of other important functions. 

Goals 

Through a deliberate ongoing process that prioritizes needs, develop the resources and 

organization that can successfully carry out the five functions of community risk reduction. 
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Goal C1 – Perform Required Annual Inspections 

Inspect occupancies for compliance with fire and panic safety regulations on an annual basis in 

accordance with California Health & Safety Code 13146. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

C1.1 Conduct comprehensive risk analysis to determine 

number of inspections, risk factors associated with 

businesses, and recommend inspection frequencies to 

determine potential workload. 

   

C1.2 Implement an annual inspection programs for state-

mandated occupancies.    
C1.3 Consider all alternatives for staffing including specific 

company officers and firefighters, volunteers, retired 

annuitants, contractors, and regular FTEs or a mix of 

all. 

   

C1.4 Assess the Prevention staff’s abilities to meet needs. 
   

C1.5 Develop tracking system to evaluate which inspections 

have been completed and which are pending.    
C1.6 Maintain database as new buildings requiring 

mandated inspections are constructed.    
C1.7 Develop funding sources to hire personnel as needed 

using fees as much as possible.    
C1.8 Ensure Division is adequately staffed to meet the 

needs of the Department.    
C1.9 Complete all mandated inspections annually. 

   

Staffing Needed 

Not within the current capacity of Fire Prevention; based on currently known state-mandated 

inspections, a minimum of two FTEs are needed. 

Estimated Cost 

Personnel cost: $130,000 to $520,000. 
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Goal C2 – Implement Document Management Program 

Implement a document management program for Fire Prevention records. This would require 

that all document formats be reviewed and only needed data be requested on the form. The new 

documents would be received in a digital format. All existing files would to be converted to an 

online fillable format. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

C2.1 Evaluate which software program should be utilized to 

store fire prevention records.    
C2.2 Count the number of paper records that currently exist 

in Fire Prevention.    
C2.3 Digitize (microfilm) or discard all existing Fire 

Prevention files in accordance with the City’s 

Document Retention Policy. 
   

C2.4 Digitize or discard files in accordance with retention 

requirements on an annual basis.    
C2.5 Convert all remaining files to a digital format. 

   
C2.6 Dispose of paper files.    
C2.7 Transition to program that only accepts files/plans in a 

digital format.    

Staffing Needed 

Not within the current capacity of the Fire Prevention Bureau; contract for this work to be 

completed. 

Estimated Cost 

Contract cost: $100,000. 
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Goal C3 – Modernize, Edit, and Digitize All Fire Prevention 

Forms 

Evaluate all forms used in Fire Prevention and prepare them in a digital platform. This would 

require forms to be updated to conform with current Fire Prevention program needs. This would 

provide the public with access to all Fire Prevention forms through the City website. The Chief 

should personally fill out each new form to test the aggravation level and ensure that each is 

acceptable.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

C3.1 Inventory all Fire Prevention forms to determine need. 
   

C3.2 Update all Fire Prevention forms with current 

information that meets current program needs.    
C3.3 For every form that is retained, have the Chief 

complete that form with marginal notes.    
C3.4 Revise the form until it is accurate and functional. 

   
C3.5 Digitize all forms to be fillable online. 

   
C3.6 Upgrade Fire Department website so that forms can be 

accessed by the public.    
C3.7 Place forms for Fire Prevention development projects 

on the EnerGov Community Development database 

software program. 
   

C3.8 Re-evaluate all forms periodically to ensure they 

conform to current needs and standards.    

Staffing Needed 

Not within the current capacity of the Fire Prevention Bureau; contract for this work to be 

completed. 

Estimated Cost 

Contract cost: $150,000. 



Carlsbad Fire Department 

Strategic Plan 

Strategy D—Provide Emergency Medical Services that Embrace the Community’s Needs page 39 

STRATEGY D  
PROVIDE EMERGENCY MEDICAL SERVICES 

THAT RECOGNIZE AND EMBRACE THE 

COMMUNITY’S NEEDS (EMS) 
 

 

Overview 

Over the next eight years we would like to grow and embrace EMS as a pinnacle of our 

Department’s mission, particularly in the face of the Affordable Care Act and an increasing 

local call volume. We would like to further explore the role of the Fire Department in the 

provision of public health and home health care. Embracing community paramedicine and 

diversified care is essential to our longevity. In the transport industry, the threat of private 

providers constantly looms at our door; however, by embracing the community needs rather than 

what is most profitable, we deter the interest and competition of private providers. We solidify 

the quality of our service through ongoing education and retrospective quality assurance and 

encouraging excellence in patient care. 
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Desired Outcomes 

Emergency medical service is considered a co-equal basic service along with fire and other 

emergency responses that utilize the Department’s deployment system.  

Critical Success Indicators 

Upon completion of this strategy: 

 The Department has transitioned from solely transporting to emergency rooms to 

being a viable participant in the public health and home health care system. 

 Given the enabling legislation, the Department embraces community 

paramedicine and diversified care. 

 Quality of service is recognized through ongoing education and retrospective 

quality assurance and demonstrable excellence in patient care. 

Strategic Thrusts 

 2 – Enhance Fire Department internal and external communications 

Impact on Culture 

As the Department broadens the role of the paramedic and the fire service, it will see 

opportunities for growth and further security for the employees of the Department. The trend of 

EMS moving from a “trade” to a “profession” could have profound cultural impacts on the fire 

service. This paradigm shift should have a positive cultural impact since a higher level of 

training results in more confidence and improved performance.   

Goals 

Through the processes of continuous quality improvement, further professional development, 

and deployment that keeps pace with service demand and changes in technique and application, a 

level of service can be provided for the community that is recognized as being at the pinnacle of 

EMS in this country in both practice and technology. 
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Goal D1 – Improve CPR Coverage  

Improve CPR (cardiopulmonary resuscitation) outcomes for the community by participating in 

the Cardiac Arrest Registry to Enhance Survival (CARES) registry and annually monitoring our 

survival outcomes. 

Nationally, CPR survival outcomes are 8-10%; we need to evaluate the survival rate for the 

citizens of the City of Carlsbad and plan to improve survival outcomes accordingly. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

D1.1 Ascertain current status of survival rates by 

participating in the CARES registry for a full year.    
D1.2 Speak with the Carlsbad school system and discuss 

opportunities to introduce CPR education to their 

middle school and high school students. 
   

D1.3 Engage the CERT team and other community groups 

in teaching CPR at community events.    
D1.4 Plan a major publicity event (possible Guinness Book 

of Records attempt) to bring community-wide 

awareness to the need for bystander CPR. 
   

D1.5 Encourage the Police Department to carry AEDs in 

their vehicles.    
D1.6 Provide CPR training to the community at all Fire 

Department-related community events.    

Staffing Needed  

Develop a core EMS practitioners group to develop ideas for public education and implement 

same as part of an EMS public education program. 

Estimated Cost 

No City funding is necessary; funding from a foundational source such as the American Heart 

Association for $15,000 would provide seed money for publicity. 
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Goal D2 – Expand Fire Department Role  

Expand the role of the Fire Department into community EMS.  

The role of the Fire Department in EMS will continue to evolve if we continually ask ourselves, 

“what else can we do to broaden our role within the Carlsbad community?” Our current 

involvement in the State Community Paramedicine trial should only be the starting point for 

exploring new ways to care for the public.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

D2.1 Remain up to date with EMS publications and review 

articles that are pertinent.    
D2.2 Engage the staff from the outset as a source of ideas 

and have them be involved in planning and execution.    
D2.3 Explore local resources (e.g., Urgent Cares, Clinics, 

etc.).    
D2.4 Engage with the local health providers to offer 

alternatives to the community.    
D2.5 Develop close relationships with private providers and 

respect their boundaries to prevent potential sabotage 

of Department efforts. 
   

D2.6 Commit to launch advantageous programs if 

opportunities are identified.    
D2.7 Moving forward, remain alert and enthusiastic for any 

opportunities to improve Department relations with the 

community. 
   

Staffing Needed 

No additional staffing needs in the initial planning stage. Eventually, staffing will be needed to manage 

the program (one FTE if current paramedic response units are utilized); no field FTEs are needed. 

Estimated Cost  

No funding needed during conceptual phase. Develop a funding approach for the $150,000 

eventually needed annually for administration. 
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Goal D3 – Create an EMS Plan 

Create a comprehensive EMS plan that identifies all mandatory requirements and best practices 

to ensure continuity of operations, safety, and consistency in the field. The plan should define 

methods for skill retention, license renewal, certification requirements, succession planning, and 

remaining relevant as EMS needs change. In addition, the plan will define appropriate process 

flow and adequate staffing levels to accomplish Department needs. 

While the EMS Manager operates at a high level, the position is under-resourced and lacking a 

master plan that provides a definitive mission. In addition, there will be significant turnover in 

the chief officer ranks over the next two to five years. During that time, the Department should 

conduct a needs assessment and fund the development and training for Fire Captains, Fire 

Battalion Chiefs, and Fire Division Chiefs to fill Department vacancies. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

D3.1 Determine the cost of an assessment and the 

implementation of creating a program capable of 

tracking EMS needs. 
   

D3.2 Determine the workload deficiencies and consider 

options for restructuring and/or adding FTEs to support 

EMS or trading FTEs for more appropriate FTEs. 
   

D3.3 Research funding sources and/or request budget 

enhancements to achieve the goal.    

Staffing Needed 

This is not within the capacity of the EMS Division; this work must be contracted. 

Estimated Cost 

Contract cost: $80,000. 
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STRATEGY E  
SUPPORT THE DEPARTMENT’S ADMINISTRATIVE 

FUNCTIONS THROUGH ROBUST, COMPETENT, AND 

FRIENDLY INTERNAL SERVICE (SUPPORT 

SERVICES) 
 

 

Overview 

Have the ability to provide internal support to the Fire Department (across all 

Bureaus/Divisions) as efficiently as possible by accomplishing the following objectives. 

Modernize internal customer service by creating resources and processes that are electronic and 

user-friendly (e.g., evaluation forms, electronic filing on the H Drive). Simplify records requests 

by creating an online submission as well as an option to pay by credit card. Create online 

resources and scheduling for community outreach (e.g., station tours, bicycle licenses). Develop 

a budget that follows the mission, vision, and values of the Department (i.e., a “roadmap” of 

priorities). Develop a more robust contract database. Simplify the reporting of performance 
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measures. Improve reporting and utilization of available tools (TeleStaff, FireStats, First Watch, 

and RMS). Create depth in grant management. Continue to foster deeper relationships with 

other departments. 

Desired Outcomes 

The Department is data driven and internal customer service has resources and processes that are 

electronic and user-friendly; records requests are simplified; resources are on-line and readily 

available; utilization of available on-line tools is improved; grant request processes continue to 

be streamlined; and performance measures reporting is simplified. 

Budget development follows the mission, vision, and values of the Department and supports the 

strategic plan. 

Other departments better understand the challenges faced by the Fire Department resulting in 

stronger support of internal customer service. 

Critical Success Indicators 

 The desired performance metrics are met for each of the support processes. 

 All support processes utilize the fastest, simplest, and most straightforward 

technology and procedures to accomplish each of the tasks where support services 

provide a service either internally within the Department or externally to the 

public. This will require continual evaluation as support processes change and the 

associated supporting technology evolves. 

Impact on Culture 

Almost any effort that streamlines the processes between the Administrative Bureau and the 

other sections of the Department will be appreciated and should not encounter any major cultural 

barriers. This should result in less physical paper and filing, more efficient and easily-accessible 

forms, and efficient and legible documentation, all of which save time. However, since these 

forms cannot be accessed during network outages, back-up physical forms are still necessary.  

Strategic Thrusts 

 1 – Improve information technology support 

 2 – Enhance Fire Department internal and external communications 

 3 – Upgrade the Records Management System (RMS) 

Goals  

Embrace the most advanced efficient and reliable means for supporting the Department’s many 

diverse needs.  
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Goal E1 – Modernize Internal Customer Service 

Modernize internal customer service by creating resources and processes that are electronic and 

user-friendly (e.g., evaluation forms, electronic filling on the H Drive). This will result in 

complete, accurate, usable, and simplified electronic forms. As part of this goal, staff will have to 

identify necessary forms, IT assistance, software upgrades, and personnel time. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E1.1 Identify each internal document used by personnel to 

determine if it can be an electronic fillable form.    
E1.2 Determine software that allows creation of fillable 

forms.     
E1.3 Purchase necessary software. 

   
E1.4 Develop fillable forms.     
E1.5 Beta test for accuracy and ease of use.    
E1.6 Test the value and reliability by having the personnel 

complete each form.    
E1.7 Once the form is tested, store electronically on H Drive 

in dedicated folders.    
E1.8 Archive all outdated or duplicated forms.    
E1.9 Monitor annually for accuracy and possible revisions.    

Staffing Needed 

One dedicated administrative person (working 1,000 hours) to research and complete fillable 

forms and train the staff on technique; this could be a temporary FTE or contract staff position. 

After the forms have been created and training has been performed, staff can manage form 

maintenance. 

Estimated Cost 

No anticipated cost. 
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Goal E2 – Upgrade Records Management System 

Upgrade the current National Fire Incident Reporting System RMS zone-wide to improve data 

accuracy, make it more user-friendly and efficient, and create zone-wide uniformity of reporting. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E2.1 Research options to upgrade the RMS. 
   

E2.2 Implement upgraded zone-wide RMS system. 
   

E2.3 Train personnel. 
   

E2.4 Research future upgrades options with North Comm.    

Staffing Needed 

Once the new system is in place, North Comm. will need one person from the Department for 

two days of training. That person can then return to the Department for at least three shifts (24 

hours) to teach the system to personnel. 

Estimated Cost 

No estimated cost. 
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Goal E3 – Simplify Records Request 

Simplify records requests from the public, other City departments, insurance companies, and 

attorneys by creating an online submission process that includes payment by credit card. Having 

a request option on the Fire Department’s website will be more convenient and efficient for the 

community, require less time for personnel, and provide an additional form of payment (credit 

card). This will not completely replace the current paper system which will continue to be in 

place. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E3.1 Create records request form. 
   

E3.2 Add forms to Fire Department website. 
   

E3.3 Create online payment system.    
E3.4 Determine process and timeframe.    
E3.5 Train appropriate personnel on use.    

Staffing Needed  

This is already the responsibility of the Administration Division, thus only IT support is needed. 

With IT support as described in strategic thrust 1, this should be simple to accomplish.  

Estimated Cost 

Cost is absorbed by the Administration Division. 
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Goal E4 – Create Online Resources 

Create online resources and scheduling on the Fire Department’s website for community 

outreach (e.g., station tours, etc.). This system will be more convenient and efficient for the 

community, require less personnel hours, and add an additional form of payment (credit card). 

Objectives  

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E4.1 Create online request form. 
   

E4.2 Create online calendaring option. 
   

E4.3 Add forms to Fire Department website. 
   

E4.4 Create online payment system.    
E4.5 Determine process and timeline.    
E4.6 Train appropriate personnel on use.    

Staffing Needed  

This is already the responsibility of the Administration Division, thus only IT support is needed. 

With IT support as described in strategic thrust 1, this should be simple to accomplish. 

Estimated Cost 

Cost is absorbed by the Administration Division. 
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Goal E5 – Develop Contract Database 

Develop a more robust contract database for more efficient electronic storage and easy retrieval 

of contracts, including historical data saved with contracts and the most recent documentation 

and language. By achieving this goal, contracts can be renewed without lapse, are more 

accessible, and information is kept up to date, resulting in a more user-friendly reference system. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E5.1 Research software. 
   

E5.2 Purchase software. 
   

E5.3 Train appropriate personnel on use of software.    
E5.4 Transfer data to software.    
E5.5 Archive duplicated forms.     
E5.6 Update as necessary.    

Staffing Needed  

One contract person for 500 hours to research, create, implement, train, and update database. 

Estimated Cost 

Software: $2,500. 
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Goal E6 – Simplify Reporting of Performance Measures 

Simplify the reporting of performance measures. Simplify tracking and reporting to make more 

user-friendly for efficient data collection.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E6.1 Create a central reporting platform that is accessible 

by all managers.    
E6.2 Research software options for collecting and 

organizing data.    
E6.3 Implement user-friendly database.    
E6.4 Learn to use software.    
E6.5 Train personnel on use of software.    

Staffing Needed 

One contract person for 50 hours to research and train the trainers. 

Estimated Cost 

No estimated cost. 
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Goal E7 – Improve Utilization of Available Tools 

Achieve better reporting and improved utilization of available tools (TeleStaff, FireStats, First 

Watch, RMS, etc.) for more efficient reporting, valuable data collection and analysis, and more 

robust reporting options.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E7.1 Research the various reports that are currently 

available for service.    
E7.2 Incorporate reports and data for information gathering 

to be a part of current reporting.    
E7.3 Disseminate information to the rest of the 

Administration Division.    

Staffing Needed 

Minimum of four personnel to research, create reports, maintain program information, and report 

out. 

Estimated Cost 

No estimated cost. 
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Goal E8 – Create Depth in Grant Management 

Increase the efficiency and create depth of the grant acquisition and management program. With 

only one person formally managing the grant process, it is necessary to create redundancy in the 

understanding of processing grant information, which in turn will create efficiencies as well as 

timely processing and management.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

E8.1 Work with City administration to streamline process for 

accessing grant funds.    
E8.2 Determine grant needs and resources. 

   
E8.3 Train personnel for grant management. 

   
E8.4 Organize grant documentation. 

   
E8.5 Manage grant process. 

   

Staffing Needed 

One person to learn and assist in management and processing of grant funding 

Estimated Cost 

No estimated cost. 
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STRATEGY F  
SUPPORT THE CITY’S PUBLIC SAFETY AND 

COMMUNITY WELFARE MISSION THROUGH A 

VIGOROUS RESILIENCE, PROTECTION, 

PREVENTION/MITIGATION, PREPAREDNESS, 

RESPONSE, AND RECOVERY SYSTEM (EMERGENCY 

PREPAREDNESS) 
 

 

Overview 

Cross-department, multi-agency, and regional planning for large-scale incidents distinguish 

emergency management from other public safety divisions and bureaus.  

FEMA’s A Whole Community Approach to Emergency Management (December 2011) reshaped 

the discipline of emergency management in two profound ways. First, it added the concept of 
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resilience to emergency management’s traditional phases: prevention/mitigation, preparedness, 

response and recovery, and “protection” (which was added post-9/11). Resilience is defined as 

“the ability to adapt to changing conditions and withstand and rapidly recover from disruption 

die to emergencies.” (White House, “Presidential Policy Directive 8 (PPD-8),” March 30, 

2011.) 

Unlike emergency management’s customary five phases, which are often portrayed sequentially, 

in a timeline-like progression, the need to “adopt to changing conditions” carries with it the 

requirement for constant vigilance. Resilience’s recent ascent to the capstone of emergency 

management is driven by the country’s rapidly evolving social environment characterized by 

aging infrastructure; increasingly complex, interdependent, and vulnerable technologies; 

accelerating climate change; and unpredictable social unrest, among others. Resilience is 

fundamental to a local jurisdiction’s public safety and community welfare mission and needs to 

be managed at the senior leadership level. 

The second concept introduced by FEMA in 2011 was the notion of whole community 

preparedness. It is no longer sufficient that emergency management programs focus solely on a 

local jurisdiction’s (i.e., city staff, facility and service area) preparedness. Recognizing that 

recent disasters had rapidly exhausted local and even state resources, and that federal support 

was often weeks away, FEMA’s Whole Community approach codifies private sector roles and 

responsibilities. The expansive private sector includes many subdivisions: businesses, schools, 

faith-based organizations, and those with access and functional needs and critical infrastructure, 

among others. The Department of Homeland Security further divides the critical infrastructure 

sector into sixteen subsectors. 

Carlsbad’s emergency preparedness organization was established prior to the recommendations 

introduced by FEMA in 2011. Continuation of emergency management resources, staffing, and 

position within the City administrative organization at current levels is not sufficient to meet 

public safety and community welfare needs, and likely does not satisfy the public’s trust and 

expectations. 

An Emergency Services Director will represent the City at the Unified San Diego County 

Emergency Services Organization, be positioned in the City’s administrative organization to 

effect sustained whole community resiliency, and supervise a staff dedicated to incident response 

support preparedness, homeland security grants management, operations center information 

technology and staff readiness, and community preparedness programs management.  

A state-of-the-art, interoperable all-hazard and unified command-capable Emergency 

Operations Center will function as the fusion center for response support operations serving 

resident public safety and community welfare, community sector liaison, mutual aid 

coordination, first responder support, and senior leadership decision-making.  
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Desired Outcomes 

An emergency management organization staffed and resourced to: 

 Successfully manage natural hazards and man-made threats (“All-Hazard”) in an 

increasingly complex and uncertain environment. 

 Provide for public safety and community welfare during large-scale incidents. 

 Successfully meet expectations and requirements, specifically “resilience” and 

“whole community preparedness (including those will access and functional 

needs),” identified in FEMA’s A Whole Community Approach to Emergency 

Management. 

 Implement appropriate program elements, recommendations, and best practices 

found in key Department of Homeland Security, FEMA, and State of California 

documents and guidelines. 

 Meet appropriate state or federal emergency management credentialing 

recommendations or requirements. 

 Continued recognition as a top-performing emergency management organization 

by regional, state, federal, and/or international emergency management 

organizations. 

In addition, a state-of-the-art, interoperable all-hazard, and unified command-capable Emergency 

Operations Center that serves as the fusion center for response support operations, and can 

support local community sectors as well as out-of-the-area mutual aid resources (e.g., Incident 

Management Teams) and federal emergency support function (ESF) and recovery support 

function (RSF) capabilities.  

Critical Success Indicators 

 In the emergency management organization, each of the six emergency 

management areas of service—resilience, protection, prevention/mitigation, 

preparedness, response, and recovery—is recognized, coordinated, and attains the 

highest level of readiness for the City. Success is measured through attendance, 

participation, credentialing, and evaluation of achievement in each of the service 

areas. 

Strategic Thrusts 

 1 – Improve information technology support 

 2 – Enhance Fire Department internal and external communications 
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Impact on Culture 

The Emergency Preparedness Division’s work redefines the roles and responsibilities of 

emergency management in the public safety organization. It also recognizes the need for 

resilience management at the senior leadership level. This would suggest the need for 

incorporating the principles of emergency management training into the firefighter, fire 

prevention specialist, and law enforcement officer career paths. A need had also been identified 

to include selected emergency operations center training for Fire Captains, Battalion Chiefs, and 

Law Enforcement Sergeants and lieutenants. This underscores the need for comprehensive, 

advanced emergency management and emergency operations center training for Fire Division 

Chiefs and Law Enforcement Captains. By incorporating this training through all levels, it 

institutionalizes Fire Department support for a Department volunteer program (CERT) and 

emergency preparedness-related public outreach (Ready Carlsbad Business Alliance). 

Goals 

Restructure the City’s Emergency Management Organization programs to more comprehensively 

provide the resilience, protection, prevention/mitigation, response, and recovery programs 

necessary for a city of the size of Carlsbad including the development of an Emergency 

Operations Center. 
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Goal F1 – Restructure and Establish Emergency 

Management Organization 

For the reasons cited above, Carlsbad’s Emergency Preparedness Division needs to be 

restructured and expanded. Other cities, of varying sizes, have already taken this step. Some 

cities, including the City of Santa Monica, have incorporated resilience and elevated the Director 

of Emergency Management into senior leadership., Carlsbad’s Emergency Preparedness 

Division should be reorganized as the Carlsbad Office of Emergency Management (COEM) with 

two FTE support staff: Emergency Management Coordinator (city preparedness) and Emergency 

Management Coordinator (whole community preparedness), and supervised by a Director of 

Emergency Management. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

F1.1 Determine and document workload and staffing 

deficiencies; identify options for re-structuring and 

adding FTEs to support emergency management’s 

mission 

   

F1.2 Estimate costs of establishing Office of Emergency 

Management    
F1.3 Present COEM concept and costs to Human 

Resources, Finance, and City Manager    
F1.4 Gain approval for COEM and funding    
F1.5 Coordinate with Finance Department to fund COEM 

out of General Fund budget    
F1.6 Prepare Council report    
F1.7 Obtain Council approval    
F1.8 Hire FTEs    
F1.9 Train FTEs    

Staffing Needed 

Contract support to conduct a workload and staffing assessment, and prepare the report. An 

additional two FTEs are needed. 
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Estimated Cost 

Contract support: $40,000. 

Two FTEs (fully burdened): $450,000/year. 
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Goal F2 – Enhance Emergency Operations Center (EOC) 

Support 

Carlsbad City Council approved a total of $1.8 million in capital improvement and other funds 

for an EOC upgrade in 2015. Subsequent to an engineering design study, which estimated the 

cost of bringing the Safety Center up to earthquake code to be approximately $1 million, City 

leadership dedicated 8,000 square feet of the Fire Department’s 16,000 square-foot space located 

in the proposed new construction Public Works Maintenance and Operations building as the 

EOC. The EOC concept includes: 

 EOC operations space, including 30 work stations 

 Tactical planning space 

 Briefing space 

 Public information space 

 Unified Command and mutual or federal aid agency support space 

 Elevated Policy Group room overlooking the operations space 

 Three community liaison meeting rooms 

 Storage space 

 Restrooms 

 Secure access 

 State-of-the-art computer and information technology and communications, 

including networks (wired and wireless), and applications throughout 

 Fully integrated video wall and additional display devices on all wall surfaces 

 Information remoting to alternate EOC, Dispatch, and City Hall 

 All furniture, lighting, painting, flooring, and sound proofing 
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Objectives 

During the Work Group’s next review of this plan, the timeframes for the objectives for this goal 

need to be developed. 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

F2.1 Complete Maintenance & Operations building design.    
F2.2 Confirm EOC space allocation within M&O design.    
F2.3 Hire information technology design consultant; prepare 

EOC IT design plan.    
F2.4 Hire EOC design consultant; prepare EOC plan 

including all furnishings, furniture and equipment, 

information technology, and communications. 
   

F2.5 Establish alternate EOC during construction.    
F2.6 Approve IT and EOC design plans.    
F2.7 Hire construction project manager.    
F2.8 Construct and operationally test EOC.    
F2.9 Train staff to operate EOC.    

Staffing Needed 

The Public Works Department will need to provide a project manager and initial design 

architect. 

An EOC IT design contractor is needed.  

An EOC FFE contractor is needed. 

A Specialty Construction project manager is needed.  

Estimated Cost 

$1.8 million. 
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Goal F3 – Enhance Emergency Management Programs 

Across Service Areas of Resilience, Protection, 

Prevention/Mitigation, Response, and Recovery in Support 

of Whole Community Preparedness 

Federal and state emergency management requirements and guidelines continue to evolve. The 

Carlsbad emergency management program is guided by California Standardized Emergency 

Management System (SEMS) requirements and applicable federal guidelines: National 

Preparedness System, National Response Framework (NRF), National Disaster Recovery 

Framework (NDRF), National Incident Management System (NIMS), Whole Community 

Approach to Emergency Management, National Infrastructure Protection Plan (NIPP), 

Comprehensive Planning Guides (CPG), and Americans with Disabilities Act (ADA) 

compliance guidelines, among others. 

The Carlsbad emergency management program is also interoperable with the San Diego County 

Office of Emergency Services structure, plans, and capabilities. Carlsbad emergency 

management has assumed a lead role in fostering emergency management interoperability 

among the Operational Area’s cities, private sector, and volunteer preparedness organizations. In 

recent years, Carlsbad emergency management program elements have received regional, state, 

federal, and international recognition, and have contributed to state-wide common operational 

picture capability enhancement. The Carlsbad emergency management program strives to 

incorporate applicable future credentialing and professional standards under development by 

state and federal emergency management agencies.  
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Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

F3.1 Achieve citywide representation in Carlsbad 

Emergency Management Administration Team 

(CEMAT) 
   

F3.2 Recognize CEMAT as an element in the City’s 

administration organization structure    
F3.3 Incorporate disaster service worker and emergency 

management training in City centrally-managed 

training management systems 
   

F3.4 Incorporate emergency management databases into 

City centrally-managed databases    
F3.5 Implement GIS-based “whole community” emergency 

information sharing system    
F3.6 Update emergency plans and standard operating 

guides  x x 
F3.7 Incorporate cybersecurity into emergency 

management program    
F3.8 Implement Cal OES Emergency Management career 

track credentialing    
F3.9 Complete Emergency Management Accreditation 

Program    

Staffing Needed 

Additional staffing achieved under Goal F1 will provide enough staff depth to achieve these 

objectives. 

Estimated Cost 

No additional cost; all covered in Goal F1.  
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STRATEGY G  
PROVIDE STANDARD, VERIFIABLE, ONGOING, AND 

REALISTIC TRAINING FOR ALL PERSONNEL BASED 

ON FIRE SERVICE STANDARDS; LOCAL, STATE, AND 

FEDERAL REQUIREMENTS; AND EMERGENCY 

RESPONSE DEMANDS (TRAINING) 
 

 

Overview 

As the demands for training and education escalate in the increasingly complex sphere of fire 

service, the ability of one person to stay ahead of these demands becomes problematic. There is 

need for help with coordination of TargetSolutions, monthly training hours, performance 

measures, certifications, overall scheduling, and coordination of monthly training that includes 

coordination with the Safety Training Center. Assistance is also needed with some of the daily 

(or monthly) training plans, probationary testing, engineer/captain academy, boundary drop 
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training and monthly multi-company drills. Additional help would allow full utilization of 

training tools such as Fire Blast, Fire Studio, Command Training Center (CTC) (Blue Card); 

ensuring that all California Incident Command Certification System (CICCS) positions and task 

books are completed includes bringing more required classes to the City of Carlsbad. The State 

Fire Training (SFT) curriculum is changing and effort will be required to ensure the Department 

is on-track to meet new SFT certifications. Having a Technical Rescue program adds the element 

of critical training needs in the area of Confined Space, Trench Rescue, Technical/Rope Rescue, 

Swift Water Rescue, and Hazardous Materials (HazMat). Live fire training is another critical 

training element that is currently missing, but will be improved with additional resources. 

Desired Outcomes 

Close coordination of training activities through collaborative scheduling of ongoing training of 

fire, EMS, and rescue courses as they become available; facilities; and other logistical support 

requirements. Records management that utilizes the RMS and other training support systems. 

Sufficient staffing to support the entire program.  

Critical Success Indicators 

A successful training and education program will be characterized by standard, verifiable, 

ongoing, and realistic training for all personnel based on fire service standards (i.e., local, state, 

and federal requirements) and emergency response demands.  

Specifically, the program will meet these requirements: 

 Individual drill hours meet the Insurance Services Office 240-hour minimum per 

year. 

 Technical rescue and HazMat certifications are in compliance with Occupational 

Safety and Health Administration (Cal/OSHA) 

 EMS training and education meets the one- and two-year requirements of Local 

Emergency Medical Services Agency as well as quality assurances and 

continuous quality improvements. 

 Certifications for the California Fire Service Training and Education System 

(CFSTES) and the Fire Service Training and Education Program (FSTEP) meet 

minimum training and education requirements of the State Board of Fire Services. 

Strategic Thrusts 

 1 – Improve information technology support 
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Impact on Culture 

A training program that provided almost seamless direction and record keeping would be widely 

supported and would have few cultural barriers to overcome. 

Goals 

Provide standard, verifiable, ongoing, and realistic training for all personnel based on fire service 

standards (i.e., local, state, and federal requirements) and emergency response demands. 
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Goal G1 – Provide Training Staffing 

Establish a Training Division with an appropriate staffing configuration and employ 

accountability measures that verify the adequacy of firefighter training, education, and staffing. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

G1.1 Determine the responsibilities, authority, and 

accountability of the various components of the 

Department for training and education. 
   

G1.2 Determine the amount of overtime hours spent on 

subject matter experts (Department personnel in-

house line staff) teaching courses. Data can be 

captured using TeleStaff or TargetSolutions. 

   

G1.3 Consider all options (e.g., contracting for services, 

developing a North County consolidated training 

division, utilizing civilian staff). 
   

G1.4 Based on that determination, structure the organization 

accordingly.    
G1.5 Provide the resources for all responsibilities that 

accrue to a training and education component.    

Staffing Needed 

Additional staffing will be needed to accomplish this goal. One way this can be accomplished is 

by supplanting overtime usage.  

Estimated Cost 

Unknown; there may be savings or cost increases. 
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Goal G2 – Provide Department-Wide Task Books for All 

Ranks 

Provide task books to prepare personnel for all ranks to include Engineer, Captain, Battalion 

Chief, Engine Boss, Strike Team Leader, and all other approved single resource positions. This 

will help prepare personnel for the position and future leadership opportunities and ensure that 

personnel have been introduced to the tools needed to perform various functions. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

G2.1 Evaluate the needs and goals of individual personnel 

to determine the need for task book assignments.    
G2.2 Provide the required classes associated with the task 

books at all levels.    
G2.3 Record and review results.    
G2.4 Provide annual Captain and Engineer academies. 

   
G2.5 Provide in-house State Fire Training classes.    

Staffing Needed 

An additional FTE or person designated to the training office (Captain Specialist) to assist with: 

state-level training classes, manipulative drills at the Safety Training Center, employee 

advancement/mentoring, etc.  

Estimated Cost 

Task book development: $10,000. 

Monitoring progress and completion: $20,000 per year.  
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Goal G3 – Improve Utilization of Safety Training Center, 

Command Training Center, TargetSolutions, and EVALSTM 

Ensure proficient utilization of training tools within the training plan (i.e., safety training center 

burn props, command training center technology, TargetSolutions, and EVALS
TM

). Achieve 

distinctly measurable results by maintaining well-trained personnel at all levels of training. The 

training center and CTC will be used to its full capacity, as will TargetSolutions. EVALS
TM

 will 

provide a critical link in distributing information to all personnel. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

G3.1 Enhance training evolutions on both engine company 

and multi-engine company training that utilizes all 

training props and technologies on a weekly basis. 
   

G3.2 Improve training schedule, training record keeping, and 

utilization of assignments issued on TargetSolutions.    
G3.3 Ensure full utilization of simulations provided through 

Blue Card and Fire Studio and maintain all updates 

within CTC tools. 
   

G3.4 Ensure succession planning by maintaining qualified 

instructors in Blue Card, and become independent as a 

North Zone to maintain the NZIMT training. 
   

G3.5 Enhance live fire training through the addition of a Burn 

Box (designated location to be determined)    
G3.6 Enhance the ventilation prop currently located at the 

Safety Training Center on the commercial building    

Staffing Needed 

See Goal G2, this is not an additional person. 

Estimated Cost 

$100,000 per year in perpetuity. 
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Goal G4 – Continue Boundary Drop Training 

Maintain involvement in the zone boundary drop-training to fulfill annual local, state, and 

federal mandatory training requirements. Successful completion of mandatory training as 

outlined in local, state, and federal guidelines. Personnel will maintain the highest level of 

training needed for the technical and specialized aspects of the job. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

G4.1 Provide the necessary training opportunities through 

UASI or CSFM classes to maintain technical level 

instructor certification to provide instructors at both a 

local and zone level. 

   

G4.2 Establish full utilization of all rescue equipment and 

apparatus provided within the Fire Department.    
G4.3 Streamline the process with finance to create a more 

efficient reimbursement process for UASI funding.    

Staffing Needed 

See Goal G2, this is not an additional person.  

Estimated Cost 

$25,000 per year in perpetuity. 
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Goal G5 – Create Training Plan 

Create a comprehensive training plan that identifies all mandatory requirements and best 

practices to ensure continuity of operations, safety, and consistency in the field. The plan should 

define methods for career track scheduling/succession planning, skill retention, certification 

requirements, and remain relevant as training needs change. In addition, the plan will define 

appropriate process flow and adequate staffing levels to accomplish Department needs. 

While the Training Battalion Chief is operating at a high level, they are under-resourced and lack 

a master plan that provides a definitive mission. In addition, there will be significant turnover in 

the chief officer ranks over the next two to five years. During that time, the Department should 

conduct a needs assessment and fund the development and training for fire captains, fire 

battalion chiefs, and fire division chiefs to fill Department vacancies. 

This goal would provide a plan, accessible to all employees, that gives direction and guidance for 

all skill sets, personal and career advancement, and rank-specific criteria. The plan should have a 

section that tracks the development and training of each individual on a class-by-class basis, as 

well as the individual’s progress in each rank-specific training, and California Joint 

Apprenticeship Committee (CALJAC) criteria.  

This goal should reward self-starters who fulfilled the plan on their own without guidance, thus 

lessening the need for training staff. Facilitation of the plan would be managed by supervisors, 

not the Training Division. The Training Division’s sole function would be to manage logistics 

(e.g., finding courses, booking travel arrangements, paying the bills, etc.) which could be 

performed by clerical staff.  

It is essential that the training is standard, verifiable, ongoing, relevant, and realistic.  
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Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

G5.1 Conduct research to determine if any training tools that 

cross-populate training courses across multiple fields 

already exist. 
   

G5.2 Determine the cost of an assessment and 

implementation of creating a program capable of 

tracking the training needs. 
   

G5.3 Determine what the workload deficiencies are and 

consider options for re-structuring and/or adding FTEs 

to support Training or trading FTEs for more 

appropriate FTEs. 

   

G5.4 Research funding sources and/or request budget 

enhancements to achieve the goal.    

Staffing Needed 

This is not within the capacity of the Training Divisions; this work must be contracted. 

Estimated Cost 

Contract cost: $80,000. 
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STRATEGY H  
TRANSITION FROM A USAR HEAVY TO 

AN ALTERNATE TECHNICAL RESCUE 

PROFILE (OPERATIONS) 
 

 

Overview 

The strategy will normalize the Carlsbad Fire Department Technical Rescue Program to 

continue to provide the City of Carlsbad and its surrounding public safety partners with a 

technical rescue resource while modifying the operational profile of the program from a USAR 

Heavy to an alternate model that better meets both the changing needs of the community and the 

capabilities of the Department. 

The strategy is to modify current training, fleet, dispatch, facility, and staffing level goals to 

facilitate the normalization of technical rescue into the Fire Department’s operational model. 
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Desired Outcomes 

The City of Carlsbad and North Zone Agencies has a technical rescue resource that is fit to our 

local risk profile and able to meet the needs of our jurisdiction for both foreseeable emergencies 

and known hazards.  

Critical Success Indicators 

 All personnel attend Rescue Systems 1 and 2, Low Angle Rope Operations, 

Confined Space, and Trench Rescue Training to meet Departmental training 

standards for Technical Rescue Operations. 

Strategic Thrusts 

 None implicated 

Impact on Culture 

The Carlsbad Fire Department has regarded Technical Rescue as a specialty. To normalize the 

program, the culture must adopt the view that Technical Rescue is not a specialty, but another 

function that every member of the Department must be prepared to perform. To do so, Technical 

Rescue training must be incorporated for all personnel until the program is fully accepted into 

the organization and the equipment, responsibilities, and necessary skill set are fully understood.  

As we currently train all personnel to operate our ladder truck apparatus, there should be no 

change to the culture of ladder truck operations. However, the addition of a ladder truck to our 

response ability will have a positive effect on culture as we respond to more incidents that 

employ the capabilities of a ladder truck with Technical Rescue capability. 

Goals 

Incorporate technical rescue training for all personnel to create a program that addresses risk 

based upon an in-depth risk analysis of the City of Carlsbad. 
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Goal H1 – Modify Training Program to Support a Right-Size 

Technical Rescue Profile 

The Department will assess the current and forecastable risk profile and identify the level of 

response needed to ensure technical rescue capability to correspond. The Department will adjust 

training capabilities and curriculum to meet the technical rescue demands of Carlsbad. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

H1.1 Complete a target risk assessment. 
   

H1.2 Determine the regional capabilities of a technical 

rescue response and future program options.    
H1.3 Establish baseline training requirement for Technical 

Rescue Qualification and write curriculum (six months 

total; starts in year 1). 
   

H1.4 Determine who needs training to meet standards. 
   

H1.5 Develop budget to purchase necessary training. 
   

H1.6 Begin providing in-house training with current subject 

matter experts or supporting personnel to attend 

outside training (this is ongoing; starts in Fiscal Year 

2017/18, in year 1). 

   

Staffing Needed 

Staffing needed will require input from Training to establish the baseline for training and the 

number of current personnel who need the training.  

Qualified instructors for each of the specific subjects will be needed; some are in house and some 

will have to be contracted. Regardless, there will be either an overtime or contract cost. 

Estimated Cost 

Cost per week-long course will be $3,000 to $5,000. Number of courses and training sources are 

to be determined. 
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Goal H2 – Augment the Fire Department Fleet, Facilities, 

and Staffing to Support the New Technical Rescue Profile 

To progress from the current USAR deployment model to a right-sized technical rescue profile 

that will meet the City’s needs now and into the future, adjustments will be made to fleet and 

facility specifications, as well as considerations made for staffing. While technical rescue skills 

will be instilled in all employees, specialty equipment will be purchased and deployed on Truck 

Companies and augmented by an auxiliary trailer to store and respond with equipment for high-

risk/low-frequency incidents. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

H2.1 Determine equipment needs. 
   

H2.2 Purchase and/or replace existing equipment. 
   

H2.3 Research and determine appropriate specifications for 

a replacement technical rescue trailer.    
H2.4 Request the replacement through the budget process.    
H2.5 Purchase the technical rescue trailer and put into 

service.    

Staffing Needed 

See Goal B3 Staffing Needed. 

Estimated Cost 

See Goal B3 Estimated Cost. 
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STRATEGY I  
IMPROVE FIRE DEPARTMENT FACILITIES 

TO MEET THE CURRENT AND FUTURE 

NEEDS (SUPPORT SERVICES) 
 

 

Overview 

This strategy will ensure Fire Department facilities will be in place prior to the implementation 

of additional response units. These facilities will be in good repair, appropriate to sustain 

service levels, and well-studied to support the Fire Department at build out. Building, 

remodeling, or repairing fixed facilities is very time-consuming and must be planned well in 

advance.  
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Desired Outcomes 

Fire Department facilities are able to accommodate modern firefighting equipment and a modern 

work force.  

Critical Success Indicators 

 Fire Department facilities are able to accommodate modern firefighting 

equipment and a modern workforce. 

 Necessary projects are added to the Capital Improvement Program project list on 

a continual basis. 

Strategic Thrusts 

 None identified 

Impact on Culture 

Because facilities project planning and construction are long-term, the entire organization needs 

to be well informed to avoid a negative reaction. 

Goals 

Fire Department infrastructure ensures the Department can effectively provide services to protect 

public health, safety, and property, and meet desired response times in the communities. 
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Goal I1 – Rebuild Fire Station 2 

Carlsbad Fire Station 2 is located on Arenal Road, adjacent to the La Costa Resort, and serves 

the areas of La Costa, La Costa Glenn, Alga Hills, Aviara, and Batiquitos. In addition, it plays an 

integral role in the Citywide emergency services delivery system. It was constructed in 1969 for 

one full-time firefighter and supported a volunteer fire department with a call volume of less than 

250. Today, the station maintains a staff of five full-time personnel, and comprises 

approximately 4,000 unit responses within Carlsbad Fire Department’s approximate 19,250 unit 

responses per year. 

A new Carlsbad Fire Station 2 will be designed to meet the demands of the current and future 

needs of the Fire Department. Structurally, the facility will be built to meet modern seismic 

specifications as well as meet compliance standards set by OSHA and NFPA. Designated office 

and work space will allow personnel to complete administrative functions as well as provide 

space for student/explorer ride-alongs and paramedic interns, and diversity among the workforce 

will create the need for gender-specific accommodations.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I1.1 Obtain City approval to place the rebuilding of the 

station on the ballot for voter approval.    
I1.2 Obtain voter approval. 

   
I1.3 Public Works selects the project manager and 

construction team.    
I1.4 Select alternate location for personnel to respond to 

emergencies (space for apparatus and personnel).    
I1.5 Hire architect. 

   
I1.6 Begin construction. 

   
I1.7 Open station.    

Staffing Needed 

A project manager from the Public Works Department will need to be assigned. A construction 

team will need to be selected for the station build. 

Estimated Cost 

Between $7.5 and $10.5 million depending on the specifications of the new station. 
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Goal I2 – Upgrade Fire Station Security  

Securing the stations has become a priority due to the increasing attacks on public safety 

personnel within the nation. At the local level, computer and vehicle thefts have been on the rise. 

Following a risk assessment performed by the Carlsbad Police Department, it was recommended 

to upgrade all the exterior door locks to include digital keypad / card readers, as well as installing 

fencing and gates to fully enclose the facility. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I2.1 Fire Station 1: Manual gate and fencing installed 

around the perimeter.    
I2.2 Fire Station 1: Digital keypad / card readers added to 

all exterior doors.    
I2.3 Fire Station 4: Automatic gate and fencing installed 

around the perimeter.    
I2.4 Fire Station 4: Digital keypad / card readers added to 

all exterior doors.    
I2.5 Fire Station 5: Two automatic gates and fencing 

installed around the perimeter.    
I2.6 Fire Station 5: Digital keypad / card readers added to 

all exterior doors.    

Staffing Needed 

None 

Estimated Cost 

Approximately $110,000 will be requested through the budget to be added into the City’s CIP 

fund to complete the objectives. 
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Goal I3 – Add Fire Station Energy Enhancements  

In an effort to create energy efficiency whenever possible at Fire Department facilities, the 

Department will be taking steps to assist the City in limiting and/or reducing greenhouse gas 

emissions, as mentioned in the Climate Action Plan.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I3.1 Fire Station 3: Add a covered parking area with solar 

panels.    
I3.2 Fire Station 3: Add two electric vehicle charging 

stations for public use.    
I3.3 Fire Station 5: Add a covered parking area with solar 

panels.    
I3.4 Fire Station 5: Add two electric vehicle charging 

stations for public use.    

Staffing Needed 

None 

Estimated Cost 

Cost will be determined upon approval. 
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Goal I4 – Rebuild Fire Station 1  

Carlsbad Fire Station 1 is located at 1275 Carlsbad Village Drive, across from Carlsbad City 

Hall, and serves the areas of Carlsbad Village Drive, the Barrio, Olde Carlsbad, and the 

Westfield Plaza Camino Real shopping center. In addition, it plays an integral role in the 

Citywide emergency services delivery system. It is now 49 years old, having been first 

constructed in 1968 and remodeled in 1993. Today, the station maintains a staff of five full-time 

personnel and is the busiest of Carlsbad’s six fire stations, with over 5,000 unit responses per 

year. 

A new Carlsbad Fire Station 1 will be designed to meet the demands of the current and future 

needs of the Fire Department. Structurally, the facility will be built to meet modern seismic 

specifications, as well as meet compliance standards set by OSHA and NFPA. Designated office 

and work space will allow personnel to complete administrative functions, as well as provide 

space for student/explorer ride-alongs and paramedic interns, and diversity among the workforce 

will create the need for gender-specific accommodations.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I4.1 Obtain City approval to place the rebuilding of the 

station on the ballot for voter approval.    
I4.2 Obtain voter approval. 

   
I4.3 Public Works selects the Project Manager and 

construction team.    
I4.4 Select alternate location for personnel to respond to 

emergencies (space for apparatus and personnel).    
I4.5 Hire architect.    
I4.6 Begin construction.    
I4.7 Open station.    

Staffing Needed 

A Project Manager from the Public Works Department will need to be assigned.  

A construction team will need to be selected for the station build. 
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Estimated Cost 

Cost will be determined upon approval. 



Carlsbad Fire Department 

Strategic Plan 

Strategy I—Improve Fire Department Facilities to Meet the Current and Future Needs page 84 

Goal I5 – Remodel Fire Station 4 

To meet the changing dynamics and growth of the City, the Fire Department would like all six of 

its stations to accommodate a minimum of an engine, an ambulance, a reserve apparatus, a brush 

rig, and six personnel. This flexibility will allow both apparatus and personnel movements to 

meet the need. Fire Station 4 is located at 6885 Batiquitos Drive and was opened in 1986, 31 

years ago.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I5.1 Determine station needs. 
   

I5.2 Submit within the budget for CIP approval. 
   

I5.3 Obtain CIP approval. 
   

I5.4 Public Works selects the Project Manager and 

construction team.    
I5.5 Select alternate location for personnel to respond to 

emergencies (space for apparatus and personnel).    
I5.6 Hire architect.    
I5.7 Begin construction.    
I5.8 Open station.    

Staffing Needed 

A Project Manager from the Public Works Department will need to be assigned.  

A construction team will need to be selected for the station build. 

Estimated Cost 

Cost will be determined following CIP analysis. 
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Goal I6 – Remodel Fire Station 5 

To meet the changing dynamics and growth of the City, the Fire Department would like all six of 

its stations to accommodate a minimum of an engine, an ambulance, a reserve apparatus, a brush 

rig, and six personnel. This flexibility will allow both apparatus and personnel movements to 

meet the need. Fire Station 5 is located at 2540 Orion Way and is 28 years old, having opened in 

1989.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I6.1 Enclose the storage building. 
   

I6.2 Determine station interior needs.    
I6.3 Submit within the budget for CIP approval.    
I6.4 Obtain CIP approval.    
I6.5 Public Works selects the Project Manager and 

construction team.    
I6.6 Select alternate location for personnel to respond to 

emergencies (space for apparatus and personnel).    
I6.7 Hire architect.    
I6.8 Begin construction.    
I6.9 Open station.    

Staffing Needed 

A Project Manager from the Public Works Department will need to be assigned.  

A construction team will need to be selected for the station build. 

Estimated Cost 

Cost will be determined following CIP analysis. 
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Goal I7 – Remodel Fire Station 6 

To meet the changing dynamics and growth of the City, the Fire Department would like all six of 

its stations to accommodate a minimum of an engine, an ambulance, a reserve apparatus, a brush 

rig, and six personnel. This flexibility will allow both apparatus and personnel movements to 

meet the need. Fire Station 6 is located at 7201 Rancho Santa Fe Road and is nine years old, 

having opened in 2008.  

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

I7.1 Determine station needs. 
   

I7.2 Submit within the budget for CIP approval. 
   

I7.3 Obtain CIP approval. 
   

I7.4 Public Works selects the Project Manager and 

construction team.    
I7.5 Select alternate location for personnel to respond to 

emergencies (space for apparatus and personnel).    
I7.6 Hire architect.    
I7.7 Begin construction.    
I7.8 Open station.    

Staffing Needed 

A Project Manager from the Public Works Department will need to be assigned.  

A construction team will need to be selected for the station build. 

Estimated Cost 

Cost will be determined following CIP analysis. 
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STRATEGY J  
COMPLETE FIRE DEPARTMENT 

CREDENTIALING (SUPPORT SERVICES) 
 

 

Overview 

The Fire Department uses a variety of third-party reviews to ensure cost-effective, all-hazard 

emergency response. The Insurance Service Office (ISO) rates the Department based upon a risk 

analysis. Accreditation is a comprehensive self-assessment and evaluation tool that allows 

organizations to examine all facets of service delivery and compare them to industry best 

practices. The Commission on Accreditation of Ambulance Services (CAAS) reviews the EMS 

delivery system. Accreditation by the Commission of Fire Accreditation International (CFAI) 

will review the Fire Department in totality for all services provided.     

Critical Success Indicators 

 The Fire Department has successfully completed the accreditation process and is a 

certified through CAAS and CFAI. 
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 The Fire Department engages in an ISO rating every 3-5 years. 

Strategic Thrusts 

 None identified 

Impact on Culture 

The Fire Department must maintain a transparent approach to public service. Credentialing 

builds a culture that is willing to make positive changes toward improving services. 

Goals 

The Fire Department will successfully obtain initial accreditations and maintain them. Plan for 

and commit to ISO ratings every 3-5 years. 
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Goal J1 – Successfully Complete Commission on 

Accreditation of Ambulance Services (CAAS) Accreditation  

Completing CAAS will help design our emergency medical services, increase our organizational 

performance and efficiency, increase clinical quality, and decrease risk and liability. The 

accreditation will provide a template for making comprehensive organizational changes that 

improve the overall performance of the Carlsbad Fire Department. An independent review 

validates the Fire Department is adhering to the highest standards in the industry. 

Accreditation assures the patients that Department personnel have met the Commission’s high 

standard for quality patient care. Local officials can be assured that the Department has 

undergone careful scrutiny by an independent review process. In addition, the medical 

community can be confident that the Fire Department’s emergency services are providing quality 

patient care in accordance with nationally-accepted standards. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

J1.1 Submit application to CAAS to start the process. 
   

J1.2 Application is complete with all necessary Department-

specific data and returned to CAAS.    
J1.3 CAAS approves application and its contents. 

   
J1.4 CAAS personnel make an on-site visit to validate data 

submitted for review.    
J1.5 Carlsbad Fire Department receives accreditation.    
J1.6 Department personnel keep data up to date to submit 

for re-accreditation.    

Staffing Needed 

Personnel from all areas of the Department are needed to collect and organize data into the 

format provided by CAAS for submission. 

Estimated Cost 

$10,000 (includes the cost to apply as well as for the team to conduct the on-site visit). 



Carlsbad Fire Department 

Strategic Plan 

Strategy J—Complete Fire Department Credentialing page 90 

Goal J2 – Successfully Complete Fire Department 

Accreditation by the Commission of Fire Accreditation 

International (CFAI)  

The Department seeks to become an accredited fire department by the Commission on Fire 

Accreditation International. The Accreditation program administered by CFAI allows fire 

agencies to compare their performance to industry best practices to evaluate the performance of 

the department and establish a model for achieving continuous organizational improvement. 

Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

J2.1 Move from being a Registered Agency to a Candidate 

Agency with CFAI.    
J2.2 Review and update all standards, administrative 

orders, policies, and procedures.    
J2.3 Complete the self-assessment process and gather all 

necessary documents.    
J2.4 Submit Standard of Cover, Strategic Plan, and Self-

Assessment documents to CFAI for accreditation 

consideration. 
   

J2.5 Prepare for site visit from CFAI Peer Assessor Team. 
   

J2.6 Appear before the CFAI Accreditation Commission. 
   

J2.7 Submit Annual Compliance Reports once accreditation 

is received.    
J2.8 Submit application for re-accreditation as necessary.    

Staffing Needed 

Personnel from all areas of the Department are needed to collect and organize data into the 

format provided for submission. 

Estimated Cost 

$15,000 (includes the cost to apply as well as for the team to conduct the on-site visit). 
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Goal J3 – Plan for and Complete the Insurance Services 

Office (ISO) Rating 

The purpose of a fire suppression rating schedule is to outline the criteria for evaluating the fire 

prevention and fire suppression capabilities of the City. The rating measures the major elements 

of the Carlsbad Fire Department’s fire protection system and develops a numerical grading 

called a Public Protection Classification (PPC).  

The fire suppression rating schedule employs nationally accepted standards developed by such 

organizations as the National Fire Protection Association, the American Water Works 

Association, and the Association of Public-Safety Communications Officials International. When 

these organizations update the standards, the ISO evaluation changes as well.  

By securing lower fire insurance premiums for communities with better public protection, the 

PPC program provides incentives and rewards for communities that choose to improve their 

firefighting services. The following are minimum requirements according to a uniform set of 

criteria, incorporating nationally recognized standards developed by the National Fire Protection 

Association and the American Water Works Association. A community’s PPC depends on: 

 Needed Fire Flows – representative building locations used to determine the 

theoretical amount of water necessary for fire suppression purposes 

 Receiving and Handling Fire Alarm – telephone systems, telephone lines, 

staffing, and dispatching systems 

 Fire Department – equipment, staffing, training, and the geographic distribution 

of fire companies 

 Water Supply – condition and maintenance of hydrants, alternative water supply 

operations, and a careful evaluation of the amount of available water compared 

with the amount needed to suppress fires up to 3,500 gallons per minute 

A survey was recently completed in November 2016. The next survey will be completed in 3-5 

years. 
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Objectives 

 Timeframe 

 IM MR LT 

Objectives 1-2 Yrs 3-5 Yrs 6-8 Yrs 

J3.1 Schedule the survey.    
J3.2 Prepare the documentation and information required 

for the survey.    
J3.3 Schedule raters visits.    
J3.4 Have all data ready for the raters: emergency 

communications, the fire department survey, and the 

water supply survey. 
   

Staffing Needed 

Personnel from Fire Department Training, the City Water Department, City fleet, and Fire 

Department Operations are needed to collect and organize data into format submission. 

Estimated Cost 

No cost. 
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COST ANALYSIS 

Table 2—Staffing Facilities Equipment Summary Cost Table 

Goal 

Staffing / 

Contract Cost 

(Amount of FTE) Facilities Equipment Total Cost 

Start / Finish 

Year 

Goal A1 

Establish “360” Evaluation 

and Appraisal System 

Estimated to be 

$10,000, 

depending on the 

number of 

personnel 

receiving feedback 

and the system 

chosen 

  $10,000 2017 / 

2023 – 2025 

      

Goal B1 

Establish Fire Department 

Effectiveness Plan 

   No City funding 

necessary 

2017 / 

2020 – 2022 

      

Goal B2 

Determine the need for an 

Additional Paramedic 

Transport Unit 

   TBD depending 

upon the 

outcome of the 

analysis 

2017 / 

2020 – 2022 

      

Goal B3 

Determine the need for an 

Additional Aerial Capable 

Apparatus 

   TBD depending 

upon the 

outcome of the 

analysis 

2017 / 

2020 – 2022 

      

Goal B4 

Develop Surf Rescue 

Capability 

  $25,000 one time $25,000 2017 / 

2020 – 2022 

      

Goal C1 

Perform Required Annual 

Inspections 

$130,000 – 

$520,000 

(1–4 FTEs) 

  $130,000 – 

$520,000 

 

2017 / 

2023 – 2025 

      

Goal C2 

Implement Document 

Management Program 

$100,000 

Contract Cost 

 

  $100,000 2017 / 

2023 – 2025 

      

Goal C3 

Modernize, Edit, and 

Digitize All Fire Prevention 

Forms 

$150,000 

Contract Cost 

  $150,000 2017 / 

2023 – 2025 

      

Goal D1 

Improve CPR Coverage 

   No City funding 

necessary 

2017 / 

2023 – 2025 
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Goal 

Staffing / 

Contract Cost 

(Amount of FTE) Facilities Equipment Total Cost 

Start / Finish 

Year 

Goal D2 

Expand Fire Department 

Role 

Develop funding 

approach for 

$150,000 to be 

eventually needed 

annually for 

administration 

  No funding 

needed during 

conceptual 

phase 

2017 / 

2023 – 2025 

      

Goal D3 

Create an EMS Plan 

$80,000 

Contract Cost 

  $80,000 2017 / 

2023 – 2025 

      

Goal E1 

Modernize Internal 

Customer Service 

   No City funding 

necessary 

2017 / 

2023 – 2025 

      

Goal E2 

Upgrade Records 

Management System 

   No City funding 

necessary 

2017 / 

2020 – 2022 

      

Goal E3 

Simplify Records Request 

   Cost is absorbed 

by the 

Administration 

Division 

2017 / 

2020 – 2022 

      

Goal E4 

Create Online Resources 

   Cost is absorbed 

by the 

Administration 

Division 

2017 / 

2020 – 2022 

      

Goal E5 

Develop Contract 

Database 

  Software: 

$2,500 

$2,500 2017 / 

2023 – 2025 

      

Goal E6 

Simplify Reporting of 

Performance Measures 

   No City funding 

necessary 

2017 / 

2020 – 2022 

      

Goal E7 

Improve Utilization of 

Available Tools 

   No City funding 

necessary 

2017 / 

2017 – 2018 

      

Goal E8 

Create Depth in Grant 

Management 

   No City funding 

necessary 

2017 / 

2023 – 2025 

      

Goal F1 

Restructure and Establish 

Emergency Management 

Organization 

$40,000 

$450,000/year 

(2 FTEs) 

  $490,000; 

$450,000/year 

thereafter 

2017 / 

2023 – 2025 
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Goal 

Staffing / 

Contract Cost 

(Amount of FTE) Facilities Equipment Total Cost 

Start / Finish 

Year 

Goal F2 

Enhance Emergency 

Operations Center (EOC) 

Support 

Project manager 

and initial design 

architect;  

EOC IT design 

contractor; 

EOC FFE 

contractor; 

Specialty 

Construction 

project manager 

(5) 

  $1.8 million (CIP 

budget) 

To be 

developed 

during next plan 

review 

      

Goal F3 

Enhance Emergency 

Management Programs 

Across Service Areas of 

Resilience, Protection, 

Prevention/Mitigation, 

Response, and Recovery 

in Support of Whole 

Community Preparedness 

   No cost, covered 

in Goal F1 

2017 / 

2023 – 2025 

      

Goal G1 

Provide Training Staffing 

Unknown 

 

  Unknown 2017 / 

2020 – 2022 

      

Goal G2 

Provide Department-Wide 

Task Books for All Ranks 

$20,000/per year  $10,000 $30,000 2017 

2020 – 2022 

      

Goal G3 

Improve Utilization of 

Safety Training Center, 

Command Training 

Center, TargetSolutions, 

and EVALS
TM

 

 $100,000/year in 

perpetuity 

 $100,000/year in 

perpetuity 

2017 / 

2023 – 2025 

      

Goal G4 

Continue Boundary Drop 

Training 

$25,000/year in 

perpetuity 

  $25,000/year in 

perpetuity 

2017 / 

2023 – 2025 

      

Goal G5 

Create Training Plan 

$80,000  

Contract Cost 

  $80,000 2017 / 

2020 – 2022 

      

Goal H1 

Modify Training Program 

to Support a Right-Size 

Technical Rescue Profile 

$3,000 – $5,000 

per week-long 

course 

  $3,000 – $5,000 

per week-long 

course 

2017 / 

2023 – 2025 
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Goal 

Staffing / 

Contract Cost 

(Amount of FTE) Facilities Equipment Total Cost 

Start / Finish 

Year 

Goal H2 

Augment the Fire 

Department Fleet, 

Facilities, and Staffing to 

Support the New Technical 

Rescue Profile 

See Goal B3   See Goal B3 2017 / 

2023 – 2025 

      

Goal I1 

Rebuild Fire Station 2 

Public Works 

Project Manager 

and Construction 

team selected for 

build 

$7.5 to $10.5 

million 

 $7.5 to $10.5 

million 

2017 / 

2020 – 2022 

      

Goal I2 

Upgrade Fire Station 

Security 

 $110,000  $110,000 (CIP) 2017 / 

2020 – 2022 

      

Goal I3 

Add Fire Station Energy 

Enhancements 

   Determined 

upon approval 

2020 – 2022 

      

Goal I4 

Rebuild Fire Station 1 

   Determined 

upon approval 

2017 / 

2020 – 2022 

      

Goal I5 

Remodel Fire Station 4 

   Determined 

following CIP 

approval 

2017 / 

2020 – 2022 

      

Goal I6 

Remodel Fire Station 5 

   Determined 

following CIP 

approval 

2017 / 

2023 – 2025 

      

Goal I7 

Remodel Fire Station 6 

   Determined 

following CIP 

approval 

2017 / 

2020 – 2022 

      

Goal J1 

Successfully Complete 

Commission on 

Accreditation of 

Ambulance Services 

(CAAS) Accreditation 

$10,000   $10,000 2017 / 

2023 – 2025 

      

Goal J2 

Successfully Complete 

Fire Department 

Accreditation by the 

Commission of Fire 

Accreditation International 

(CFAI) 

$15,000 

Personnel from all 

areas of the 

Department to 

collect and 

organize data into 

the format 

provided for 

submission 

  $15,000 

(includes the 

cost to apply as 

well as for the 

team to conduct 

the on-site visit) 

2017 / 

2023 – 2025 
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Goal 

Staffing / 

Contract Cost 

(Amount of FTE) Facilities Equipment Total Cost 

Start / Finish 

Year 

Goal J3 

Plan for and Complete the 

Insurance Services Office 

(ISO) Rating 

   No cost 2020 – 2022 
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IMPLEMENTATION 

UNVEILING THE PLAN 

It is critical that the plan be unveiled with some degree of ceremony for many reasons. First, 

members of the Work Group should be recognized and honored for their commitment of time 

and energy to improving the organization. Second, a ceremonious introduction indicates to the 

Department that the leadership intends to take the plan seriously and intends to act on it. Third, 

the ceremony should highlight the key elements of the plan including the vision, values, and 

mission as well as the key strategies incorporated in the plan. This is partially to introduce the 

plan as well as to garner political support for the plan. Fourth, the ceremonial introduction of the 

plan begins the process of using the plan. Unless the plan is celebrated and legitimized in a 

public fashion, the implicit message is that the plan can be safely ignored. 

DISSEMINATING THE PLAN 

Adequate copies of the plan should be made available to all the managers in the Department, at a 

minimum. If the Department can afford more copies, every member should receive a copy. 

Copies also should be provided to key stakeholders in the City and community. Finally, copies 

should be made available to the public through the public library, online, and at the Department’s 

reception counter. Wide dissemination will ensure that everyone who knows about the plan will 

understand its importance to the Department and agree to support it. 

Notes for Next Year 

Notes for Next Year is like a fire station pass down list (PDL) that most stations keep to ensure 

that issues are not dropped during shift changes. Everything in the plan is not always completed, 

nor completed in the anticipated time frame, nor does the plan always include everything that it 

should. Consequently, at each of the Work Group meetings the list entitled Notes for Next Year 

needs to be addressed. Items that have been deferred due to lack of Department resources 

(bandwidth issue) need to be tracked so they can eventually be accomplished or dropped. New 

items that have arisen need to be listed and addressed appropriately. 

Specifically, the Work Group needs to establish the Timeframe for Goal F2 in the next Work 

Group meeting. 

Strategic Management 

The Department is now moving from strategic planning to strategic management. The leadership 

of the Department has to make a commitment to the execution of the plan. Proposed changes, 

even if minor, can encounter resistance; the timing of actual changes must be carefully 

considered and planned purposefully in advance. The Department leadership must act as 
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advocates for change as well as the facilitators of the process. Finally, the strategic thrusts must 

be in place or at least underway. If the supportive elements are not in place, implementation of 

the plan should be delayed. 

The Planning Work Group has tremendous ownership of the plan and will be recalled from time 

to time to review and update the plan. However, it is important to remember that the Work 

Group is not the management team of the Department; despite considerable overlap, they are two 

distinct functions. 

Next Steps 

Once the entire Department has had a chance to read and absorb the plan, the Planning Work 

Group will reassemble to establish a time-over-distance schedule for tracking, implementing, and 

updating the plan. At least semi-annually, the Work Group should review the plan in its entirety 

in consideration of the environment at that time, and adjust the plan accordingly.  

The Department should consider evolving Planning Work Group membership annually with at 

least one new member replacing a current member. Every two or three years, the Planning Work 

Group should retreat for at least a day to reconsider every segment of the plan and be prepared to 

make wholesale changes as needed. 

Finally, the plan is not sacred; it is a road map on a road filled with potholes and detours. If 

dictated by the detours, an alternate route should be considered. 
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APPENDIX A—LIST OF ACRONYMS 

The following acronyms used in this document are defined below: 

AED Automated External Defibrillator 

ALS Advanced Life Support 

ASP Applied Strategic Planning 

Cal OES California Office of Emergency Services 

Cal/OSHA California Occupational Safety and Health Administration 

CALJAC California Joint Apprenticeship Committee 

CARES Cardiac Arrest Registry to Enhance Survival 

CEMAT Carlsbad Emergency Management Administration Team 

CERT Community Emergency Response Team 

CFSTES California Fire Service Training and Education System 

CICCS California Incident Command Certification System 

CIP Capital Improvement Program 

COEM Carlsbad Office of Emergency Management 

CPR Cardiopulmonary Resuscitation 

CSFM California Office of the State Fire Marshal 

CTC Command Training Center 

EMS Emergency Medical Services 

EOC Emergency Operations Center 

ePCR Electronic Patient Care Reporting 

FFE Furniture, fixtures and equipment 

FSTEP Fire Service Training and Education Program 

FTE Full-Time Equivalent 

GIS Geographic Information System 

GMP Growth Management Program 

HazMat Hazardous Materials 

IT Information Technology 
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MDC Mobile Data Computer 

M&O Maintenance and Operations 

NFPA National Fire Protection Association 

North Comm North County Dispatch Joint Powers Authority 

PDL Pass Down List 

PFD Personal Flotation Devices 

PPC Public Protection Classification 

RMS Records Management System 

SFT State Fire Training 

SOC Standards of Response Coverage 

UASI Urban Areas Security Initiative 

USLA-ARRT  United States Lifesaving Association – Aquatic Rescue Response 

Team 

 


