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Executive Summary

Purpose of Strategic Planning

Strategic planning is a recognized best practice among local government agencies. It
provides a framework for identifying broad goals, defining success and setting a clear
direction for the team responsible for day-to-day service delivery. For a Joint Powers
Agreement (JPA), strategic planning is especially critical because it helps align the
priorities of the three member agencies, ensuring that resources are directed toward
shared objectives and that services are delivered efficiently across jurisdictions.

A well-designed strategic planning process benefits the elected officials, city managers,
staff and the Heartland Fire & Rescue organization. It provides clarity on priorities and
expectations, while also creating space for elected leaders to reconcile their individual
city perspectives into a collective vision. By engaging in strategic planning, HFR
establishes a shared roadmap that promotes consistent decision-making and long-term
progress for all three partner cities.

Strategic planning is particularly valuable as it offers an opportunity for all parties to
hear from each other in a collaborative setting. Through open dialogue, participants can
exchange perspectives, build consensus and provide leadership with clear, unified
direction. Additionally, the process creates space for Heartland Fire & Rescue executive
staff to contribute their expertise—highlighting areas of opportunity, potential challenges
and practical solutions. This exchange strengthens the alignment between
organizational leadership and operations, ensuring that organizational resources, staff
efforts and budget decisions are guided by a collective vision.

Key Stakeholders

The development of the Strategic Plan was a collaborative effort involving elected
officials, city managers, union representatives and Heartland Fire & Rescue executive
staff. Each stakeholder group contributed perspectives on organizational priorities,
operational challenges and opportunities for improvement to ensure the plan reflected
the collective needs of the three member cities.

Input was gathered through a structured process that included stakeholder
questionnaires, individual interviews and a facilitated strategic planning workshop.
During the workshop, participants reviewed and refined proposed goals, evaluated
alignment with organizational priorities and provided feedback to ensure the final plan
balanced operational capacity with long-term objectives. This inclusive process ensured
that the plan reflects a unified vision and shared commitment to service excellence.



Terminology

To create a uniform understanding of key terms used in strategic planning, the following
explanations are offered.

Vision The overarching aspiration for the agency and community
Mission What the agency is currently focusing on to accomplish the vision
Goals High-level outcomes or achievements the community will experience
Objectives Specific, measurable results that support achieving each goal

Tactical Steps Actionable steps to accomplish each objective

Vision

We will selflessly strive to serve the needs of our communities through collaboration,
innovation, and personal accountability while embracing change and planning for the
future. We are Heartland Fire & Rescue.

Mission

Our mission is to provide safe communities through exceptional, professional service.

Organizational Values

Trustworthiness: being reliable, honest and acting with integrity

Resourcefulness: doing the most with what we have; accomplishing the goal;
creativity

Compassion: being caring, courteous and understanding

Diversity: in all aspects including race, ethnicity, gender and race; in all aspects
of the three organizational cultures working together

Respectfulness: of the Heartland community, of our profession, of each other and
of ourselves

Community Citizenship: acting on the needs of the community, participating in the
community events and projects, volunteering, taking pride in the community
Commitment to Excellence: setting clear expectations, providing necessary
resources and guidance, recognizing achievement



Strategic Planning Process

Heartland Fire & Rescue engaged Tripepi Smith Talent Solutions (TSTS) to lead its
strategic planning process. The process included the following:

Kick-Off Call with Chief Koch April 17
Questionnairg distributed tg stakeholders: Elected officials, city April 28-May 9
managers, union representatives

Stakeholder one-on-one interviews May 5-May 23
Strategic Planning Workshop to discuss goals and objectives’ August 6
Meeting with Chief to discuss tactical steps August/September
Finalize strategic plan September

Following strategy calls with Chief Koch and one-on-one conversations with each
stakeholder, TSTS identified consolidated concerns and priorities and presented seven
goals at the Strategic Planning Meeting held on August 6, 2025. At the meeting, the
three city managers, union representatives and HFR executive staff discussed and
revised the proposed goals, agreeing on seven goals with revised objectives. TSTS
then met with Chief Koch to discuss a work plan for each goal, as seen in the Tactical
Steps columns below.

' Appendix A: Strategic Planning Workshop PowerPoint Deck



Heartland Fire & Rescue Strategic Goals

Goal #1: Evaluate the Governance Structure to Build a More
Cohesive Organizational Culture and Enhance Unified
Administration

Objectives Tactical Steps

1.2

1.3

Conduct a formal study
of Heartland Fire &
Rescue’s current
governance model and
funding structure to
determine whether
transitioning from,
keeping the same or
dissolving a Joint
Powers Agreement to a
full Joint Powers
Authority is feasible
and beneficial.

Engage in dialogue and
analysis about the
pros, cons and
trade-offs of
governance reform,
acknowledging that
structural change will
require political will,
compromise and
careful planning.

In the interim, identify
steps that can be taken
to strengthen
collaboration, build
organizational identity
and foster shared
culture within existing

Conduct an internal
cost/service analysis of the
JPA for each city.

Issue an RFP to secure a
qualified consultant to
conduct the study.

Develop an analysis of
pros, cons and trade-offs of
governance reform
following the consultant
study.

Communicate appropriate
milestones with appropriate
stakeholders, including City
Managers, labor union
representatives and elected
officials.

Form working groups in
targeted areas (i.e. Finance
& purchasing) to strengthen
collaboration and reduce
silos.

Introduce simple, low-cost
traditions (e.g., Friday

Winter
2026

Fall 2026

Winter /
Spring
2027

Winter /
Spring
2027

Ongoing

Ongoing

Management
Analyst

Fire Chief

Fire Chief

Fire Chief

Executive
Team

Executive
Team



constraints.

kudos, monthly spotlights,
virtual coffee chats) that
foster connection.

Share successes across the Ongoing Executive
organization and within Team / Fire
working groups through Chief

meetings or emails to build
culture and organizational
identity.

Goal #2: Continue and Expand Investments in Workforce
Wellness, Recruitment and Succession

Objectives Tactical Steps Timeline Assigned
Lead

2.2

Continue to enhance
wellness
programming,
including mental
health, cancer
prevention and fithess
initiatives.

Continue to streamline
and accelerate the
hiring process to
attract and retain top
talent, with a focus on
a diverse workforce
and skill sets.

Assess current practices to  Ongoing Executive

identify opportunities for Team

enhancing balance between

skill development,

community engagement

and employee wellness.

Evaluate external Ongoing Executive

opportunities in place at Team

other agencies.

Create a resilience training  Spring Fire

program. 2026 Chief/Peer
Support
Group

Continue to engage local Ongoing Recruitment

schools, colleges and Working

community organizations to Group /

create internships or cadet Admin

programs to develop a Division

talent pipeline. Chief

Organize ongoing station Ongoing Recruitment

open houses, hands-on
demonstrations and career
panels designed to

Working
Group



demystify the profession
and actively welcome
diverse community

members.
Establish mentorship and Ongoing Recruitment
peer support networks to Working
pair recruits with seasoned Group /
firefighters to support Admin
onboarding and retention. Division
Chief
Evaluate the current Winter Recruitment
recruitment process to 2026 / Working
identify opportunities to Ongoing Group
improve how HFR promotes
opportunities and attracts
top talent.
Create a recruitment Winter Fire Chief /
working group 2026 Admin
Division
Chief /
Human
Resources
Identify partnership Fall 2026 Fire Marshal
opportunities for fire | Fire
prevention internships. Prevention
Bureau
Host a yearly fire service Fall 2026 Recruitment
career awareness event. Working
Group
Identify and partner with Winter Recruitment
five diversity-focused 2027 Working
recruitment organizations. Group
Explore strategies to Assess current Fall 2026/ Recruitment
build a more representation based on the Winter Working
representative last five years of hiringand 2027 Group
workforce. community demographics

to identify trends and define
a path forward.

Continue to enhance Promote organization-wide = Ongoing Executive



succession planning
by defining clear
career advancement
pathways and
promoting internal
talent.

mentoring and hold the
team accountable.

Identify a schedule for
promotional tests.

Create internal Continuity of
Operations Plan (COOP) /
desk manuals.

Continue to review and
update taskbooks.

Team

Fall 2026/ Admin
Ongoing Division
Chief
Winter Fire Chief /
2026 Admin
Division
Chief
Summer Training
2026 Battalion
Chief /
Deputy Chief
of
Operations

Goal #3: Explore Staffing and Deployment Models in All
Divisions

Objectives Tactical Steps Timeline Assigned
Lead

3.2

3.3

Assess current staffing
model and evaluate
current and future
needs to support
service demands and
reduce the risk of
burnout.

Study the potential
benefits and feasibility
of expanding the
training division.

Explore the
administrative support

Identify alternative options
to provide resources for
caller's needs.

Identify thresholds for
staffing needs, using Unit
Hour Utilization (UHU), for
example.

Assess all tasks performed
by the training division and
identify gaps.

Evaluate and price options
for expanding the training
division.

Identify and evaluate the
quantity of needed support

Ongoing Deputy Fire
Chief / Fire
Chief
Winter Executive
2027 Team
Summer Training BC
2026 | Executive
Team
Winter Executive
2027 Team
Fall 2027 Three Cities
HR / Admin



staffing structure and
processes.

staff.

Obtain agreement and
concurrence from three
cities on this structure.

Clearly communicate the
benefit of structural change
to the Chief Officer staff.

Winter
2028

Winter
2028

DC

Fire Chief

Fire Chief

Goal #4: Improve Internal Communication and Leadership
Transparency

Objectives Tactical Steps Timeline Assigned
Lead

4.2

4.3

Foster consistent,
timely communication
between management
and field personnel.

Involve labor early in
collaborative
opportunities.

Identify strategies that

allow committees to
implement their
recommendations,
taking into

consideration the fiscal

impacts.

Maintain and prioritize the
Chief Officer station & staff
meeting/visit schedule.

Identify and implement
appropriate technology
platforms for ongoing and
timely internal
communications
(dashboards, video
messages).

Continue building,
supporting and managing
labor relations through
monthly labor management
meetings, informal events
and professional
conferences.

Formalize quarterly
reporting to the Executive
Team from committees with
plans and
recommendations.

Ongoing

Spring
2026

Ongoing

Quarterly
Ongoing

Executive
Team

Executive
Team

Fire Chief /
Executive
Team /
Labor
Leadership

Liaison
Chief
Officer



4.4

Ensure that executive
leadership is
reinforcing HFR’s
purpose and strategic
direction through
continued progress on
this strategic plan.

Provide quarterly strategic
plan progress updates to
the three City Managers
and the organization.

Provide strategic plan
progress updates in the
Annual Report.

Annually

Review and validate
strategic plan on an
ongoing basis.

Annually

Quarterly

Fire Chief

Fire Chief

Fire Chief

Goal #5: Enhance Strategic Community Education and
Outreach

Objectives Tactical Steps
Lead

5.2

Continue programs that
connect with immigrant
communities,
schoolchildren,
caregivers and older
adults.

Broaden public
awareness of the role of
Heartland Fire in
community safety,

Continue ongoing outreach  Ongoing
to schools for public

outreach events

Identify grant opportunities ~ Spring
and/or partnerships to 2026
expand outreach.

Capitalize on existing Ongoing

opportunities that highlight
how the JPA model
strengthens fire protection
and benefits residents.

PIO/
Emergency
Preparedness
Coordinator

Fire
Prevention
Division

Senior
Management
Analyst /
Public
Information
Officer / Fire
Prevention
Administrative
Analyst

Executive

Team / Labor
Leadership

10



including the JPA Create storytelling content ~ Winter Public

structure. featuring current staff that 2027 Information
explains career pathways, Officer / Fire
the benefits of serving within Prevention
a JPA and Heartland’s Admin Analyst
commitment to community
safety.

Consider a refresh of the Fall 2027 Fire Chief/

organization’s visual identity Executive
and brand to communicate Staff / Labor
Heartland Fire’s unified role Leadership

across member cities and
reinforce recognition of the

JPA structure.

5.3 Elevate community Take advantage of HFR Ongoing  Public
awareness of fire social media channels to Information
prevention, CERT, promote awareness. Officer / Fire
emergency Encourage member cities to Prevention

reshare content to expand Admin Analyst

preparedness and
CPR/first aid training
through stronger

the reach of the content.

) Incorporate awareness Winter Public
marketing and messaging on each City’s 2026 Information
community website in addition to Officer
engagement. HFR’s.

Explore the feasibility of Summer  Social Media

launching an HFR app. 2026 Committee

Refresh the HFR website, Fall 2027 Social Media

considering the refresh of Committee /

HFR’s organizational visual Fire

identity and brand. Prevention
Admin Analyst

Goal #6: Ensure Fiscal Sustainability and Operational
Readiness

Objectives Tactical Steps Timeline | Assigned
Lead

Collaborate with Form Finance working Spring Fire Chief
member cities to plan group. 2026

1



for long-term capital
amid rising costs and
call volumes.

6.2 Identify, pursue and Form Finance working Spring Fire Chief
prioritize shared group. 2026
funding opportunities
for equipment,
personnel and station
improvements.

6.3 Explore consistent Form working groups in Summer  Finance
procurement targeted areas (i.e. Finance 2026 Working

procedures among the & purchasing). Group /

three cities. Management
Analyst /

Logistics
Management
Chief

Evaluate and identify Summer  Finance

opportunities to unify 2026 Working

processes (finance, hr, Group /

etc.). Management
Analyst /
Logistics
Management
Chief

Goal #7: Continue Embracing Innovation and Data-Driven
Decision Making

Objectives Tactical Steps Timeline Assigned
Lead

Leverage technology Form a Technology Summer / Logistics
like drone programs, Advisory Group. Fall 2026 Division
digital triage tools and Chief

data dashboards to
improve response and
resource allocation.

Evaluate the feasibility of Fall 2026 / TAG
and costs for implementing  Winter 2027

drone programs, triage

tools, data dashboards,

12



7.2 Track and report service

7.3

7.4

metrics (e.g., call types,
time on calls) to inform
public education and
operations.

Continue seeking out
opportunities to reform
and enhance the 9-1-1
system.

Match caller needs with
the most appropriate
resources.

etc.

Make internal dashboard
public-facing.

Continue to collaborate
with stakeholders and seek
out opportunities to
streamline 911 call
handling and response.

Identify innovative
opportunities to expand
right care/right caller.

Winter /
Spring 2027

Ongoing

Ongoing

Admin
Division
Chief /
TAG

Executive
Team

Executive
Team

13



Appendix A: Strategic Planning
Workshop PowerPoint Deck

Strategic Planning
Workshop

Wednesday, August 6, 2025

@ TRIPEPI SMITH
marketing * technology * public affairs

Agenda for Today

August 6, 2025 | 2 pm

Background

Strategic Planning Overview
Questionnaire and Interview Feedback
Discuss Goals for Consideration

Next Steps



@ TRIPEPI SMITH
marketing + technology * public affairs

Heartland Fire and Rescue
Background

@) TRIPEPI SMITH
marketing * technology * public affairs

Strategic Planning
Overview

15



What is strategic planning?

A process where the leaders
set shared goals and
objectives to help guide staff
on how to focus their efforts

Terminology

Goals: Broad, overarching
outcomes/achievements the community
and the organization will experience

Objectives: The steps we take to make
each goal happen

16



Key Stakeholders

City Managers

Union Representatives
Elected Officials

HFR Executive Staff

Strategic Planning Process

Step in the Process “

Kick-off call with Chief Koch April 17
Questionnaire distributed to stakeholders April 28-May 9
Stakeholder one-on-one interviews May 5-May 23
Strategic planning workshop August
Meeting with Chief and appropriate staff to discuss objectives August/September
Finalize strategic plan August/September



@ TRIPEPI SMITH
marketing + technology * public affairs

Questionnaire and
Interview Feedback

@) TRIPEPI SMITH
marketing * technology * public affairs

Goals for
Consideration

18



Goals for Consideration

Evaluate the Governance Structure to Enable Unified Leadership and Build a More
Cohesive Organizational Culture

2 Continue and Expand Investments in Workforce Wellness, Recruitment and Retention
3 Explore Staffing and Training Division Capacity

4 Improve Internal Communication and Leadership Transparency

5 Enhance Strategic Community Education and Outreach

6 Ensure Fiscal Sustainability and Operational Readiness

7 Continue Embracing Innovation and Data-Driven Decision Making

Goal 1: Evaluate the Governance Structure to Build a
More Cohesive Organizational Culture and Enhance

Unified Administration

A. Conduct a formal study of Heartland Fire & Rescue’s current
governance model and budget structure to determine whether
transitioning from a Joint Powers Agreement to a full Joint Powers
Authority, or other management models is feasible and beneficial.

B. Engage all three cities in transparent dialogue about the pros, cons and
trade-offs of governance reform, acknowledging that structural change
will require political will, compromise and careful planning.

C. In the interim, identify steps that can be taken to strengthen
collaboration, build organizational identity and foster shared culture
within existing constraints.

19



Goal 2: Continue and Expand Investments in Workforce

Wellness, Recruitment and Retention

A. Enhance wellness programming, including mental health, cancer
prevention and fitness initiatives.

B. Streamline and accelerate the hiring process to attract and
retain top talent, with a focus on a diverse workforce and skill
sets.

. Explore strategies to build a more representative workforce.

. Continue to develop and support clear career advancement
pathways and promote internal talent development.

O O

Goal 2: Continue and Expand Investments in Workforce

Wellness, Recruitment and Retention

E. Continue to engage local schools, colleges and community organizations to
create internships or cadet programs to develop a talent pipeline.

A. Host a fire service career awareness event- organize station open houses,
hands-on demonstrations and career panels designed to demystify the
profession and actively welcome diverse community members.

B. Establish mentorship and peer support networks to pair recruits with
seasoned firefighters to support onboarding and retention.

C. Partner with diversity-focused recruitment organizations.

F. Review current calendar scheduling to determine opportunities for enhancing
balance between skill development, community engagement and employee
wellness.

20



Goal 3: Explore Staffing and Training Division Capacity

A. Assess current staffing levels and evaluate current and future
needs to support service demands and reduce the risk of burnout.

B. Study the potential benefits and feasibility of expanding the training
division.
C. Explore administrative support staffing structure.
A. Identify quantity of needed support staff.

B. Review and define the administrative support staff
organizational chart.

C. Obtain agreement and concurrence from three cities on this
structure.

Goal 4: Improve Internal Communication and Leadership

Transparency

A. Foster consistent, timely communication between
management and field personnel.

B. Involve labor early in decision-making processes.

C. Identify strategies that allow committees to implement their
recommendations, taking into consideration the fiscal
impacts.

D.Reinforce HFR’s purpose and strategic direction through
strong executive leadership and continued progress on this
strategic plan.

21



Goal 5: Enhance Strategic Community Education

and Outreach

A.Continue programs that connect with immigrant
communities, schoolchildren, caregivers and older
adults.

B.Broaden public awareness of the role of Heartland Fire
in community safety, including the JPA structure.

C.Elevate community awareness of fire prevention,
CERT, emergency preparedness and CPR/first aid
training through stronger marketing and community
engagement.

Goal 6: Ensure Fiscal Sustainability and

Operational Readiness

A. Collaborate with member cities to plan for
long-term capital and staffing needs amid
rising costs and call volumes.

B. Identify, pursue and prioritize shared funding
opportunities for equipment, personnel and
station improvements.

22



Goal 7: Continue Embracing Innovation and Data-

Driven Decision Making

A. Leverage technology like drone programs, digital triage
tools and data dashboards to improve response and
resource allocation.

B. Track and report service metrics (e.g., call types, time on
calls) to inform public education and operations.

C. Continue seeking out opportunities to reform and enhance
the 9-1-1 system.

D. Match caller needs with most appropriate resources.

®) TRIPEPI SMITH

marketing * technology * public affairs

Discussion

(transition to working document)

23



Chief and Tripepi Smith will meet to review the goals
affirmed by the workshop participants and discuss
programmatic objectives and metrics.

Tripepi Smith will assemble a report that includes goals,
objectives and metrics.

Tripepi Smith will deliver and consider adoption of a final
report affirming goals, objectives and metrics.

August

August

August / September

24
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