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GEORGIA FIRE SERVICE
FIVE YEAR STRATEGIC PLAN I.

Executive Summary

Purpose of Plan Document

The purpose of this document is to convey information regarding the present status of the Georgia
Fire Service, herein after referred to as the Service, and to identify programs necessary to
improve the Service over the next 5 years. The anticipated readership for the plan includes:
Stakeholders (elected and appointed local, state, and federal government representatives and
government department officials), members of the Georgia Fire Service, allied emergency responders,
municipal and county associations, local, regional and national fire service associations, the business
community and the general public.

The plan identifies all members of the Georgia Fire Service.

The Challenge Facing the Service

FACT
The Georgia Fi re Service i s suffer ing f rom publ ic percept ions and s takeholder
misunderstandings regarding the present status of the Fire Service. Government sponsored research
conducted in 2004 indicates that there are many serious problems within the Service. Leading the list
is inadequate training for personnel, incomplete readiness planning, inadequate firefighter equipment,
outdated firehouses and vehicles, and serious problems with the noninteroperability of
communication equipment.

FACT
Standards or guidelines already exist for training, certification, equipment, disaster response, fire
suppression, rescue, mitigation, mutual aid and a host of other matters. In many Georgia fire
departments, existing standards or guidelines are not followed for a variety of reasons, including,
but not limited to, unavailability of funds, the lack of political will and the related exercise of
leadership to accomplish funding. This has hurt the effectiveness of the Fire Service and placed the
lives of Georgia citizens in jeopardy.

FACT
There is no public information program in Georgia designed to educate citizens and their elected
leaders regarding the problems faced by the Fire Service and solutions offered by the Fire
Service and allied organizations. There has been no movement to continually recommend remedies to
serious problems faced by the Service.
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FACT
The work to assure effective regional response plans, establishment of specialty teams identified
through resource typing and included in readiness response plans, and uniform administration of a
statewide mutual aid program all need to be greatly accelerated. Baseline measures for the state's
All Hazards Councils with regard to standard operations and applicability to terrorist incidents have not
been established.

FACT
There is no organized statewide effort to manage all the various human resources necessary to
handle man-made and natural disasters. Training, drilling, simulated exercises involving
potential emergency responders and a host of other institutionalized activities are essential to readiness
planning. In addition, coordination is important in order to assure that there will always be adequate
numbers of qualified personnel available for the protection of lives and property. Specificity
regarding numbers of qualified and available personnel is required in achieving highly
effective mutual aid efforts. Funds spent to develop local fire department and regional readiness plans
cannot be effectively implemented without coordinated efforts and continuing education of personnel.
Therefore, planning and training become the key ingredients in assuring vastly improved public
safety in Georgia.

The Consequences of Inadequate Planning

To date, there has only been short-term planning, resulting in the purchase of equipment and vehicles
supportive of fire department work. There has been little long-range planning beyond the
immediate needs of local departments and public safety agencies within counties. Regional and
statewide long-range planning is needed to address the critical issues that have been identified to
achieve effective, enduring systems required to manage large-scale incidents. These critical issues
include incident command training, general management training, firefighter training, firefighter
safety initiatives, the ability to communicate between fire departments and the development and
attainment of comprehensive mutual aid agreements. Systems and related requirements developed
by the federal government (Incident Command System, National Incident Management
System) encourage detailed planning and continual refinement of plans based upon changing local
conditions. In the future, funds will not be allocated by the federal government to communities that
have not produced comprehensive mutual aid plans.

What the Georgia Fire Service Wants To Do

The Service has identified the following goal areas, suggested initiatives in support of each goal
area and started projects to accomplish priority programs over the next twenty-four months:

1. Stakeholder Support [Calls for an aggressive communication effort to educate and work with
stakeholders. A project has been initiated to secure support from stakeholders.]

2. Training [Calls for attention to course offerings and course content for fire chiefs, firefighters,
incident commanders and for increased involvement and cooperation with local training
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officers. The plan includes recommendations for a 2004-2005 project. A training advisory
committee has been formed].

3. Readiness and Disaster Response [Calls for regional response plans for every Georgia
Emergency Management Agency (GEMA) AREA. Supports a major pilot program in GEMA
Area 7 which includes: quantifying information regarding personnel and equipment available to
handle serious incidents, defines specialty task forces required in early response and mitigation,
addresses mutual aid with emphasis on effective statewide management/administration and
operational baselines necessary to incident command, and encourages coordinated
communication between personnel involved in disasters. The pilot work is underway and is to
be accomplished between September 2004 and June 2005]

4. Incident Communications – Radios & Computers [Calls for information and specifications for
communication tools necessary to standard operations and incident command and
recommends cooperation with the new Department of Homeland Security (DHS Office of
Interoperability and Compatibility]

5. Computer Technology – Equipment Specifications [Calls for promulgation of computer and
computer equipment specifications for equipment needed to meet broad communication
needs among fire departments and related administrative units within the state A project has
been outlined and a grant request has been made for a pilot program within GEMA Area 2]

6. Research, Best Practices, Lessons Learned [Calls for systems to track best practices, and
lessons learned to assist planners. Calls for continual contacts made with the federally
sponsored Lessons Learned Information Sharing program]

7. Cooperation Between Organizations; Image and Networking [Calls for a unified effort among
participating organizations to support the 5 year plan and each annual implementation effort]

8. Physical Facilities [Calls for repair and improvements to fire station facilities and for
construction of new training facilities]

9. Fire Prevention, Awareness and Enforcement [Supports State Fire Marshal's office and calls
for the Fire Service to support specified statewide programs leading to better fire and life
safety prevention in all communities]

10. Program Funding [Calls for professional efforts to secure program funding from local, state
and national sources regarding priority programs]

11 Fire Service Structuring [Calls for attention to the future of the Georgia Fire Service as an
organizational entity and to coordinated program development and implementation of
long-range improvement plans involving organizations within the Fire Service.]

12. Volunteers and Volunteer Fire Departments [Calls for priority attention to the plight of
volunteers and volunteer fire departments and identification of specific programs to support
recommendations contained within the International Association of Fire Chiefs Blue Ribbon
Task Force report]
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13. Employee Remuneration [Calls for programmatic efforts to attain and maintain competitive
wages and benefits]

14. Physical Fitness and Wellness [Calls for programs designed to keep firefighters physically fit]

15. Private Sector Support [Calls for new working relationships with the Georgia business
community with special emphasis on critical infrastructure readiness and disaster response
preparation]

Credits for content of the 5 Year Strategic Plan: 50 contributing leaders within the Georgia Fire
Service are recognized in the plan. Fire service representatives received support from the U.S.
Fire Administrator and the Executive Director of the International Association of Fire Chiefs.

Sources of information in preparing this plan:

1.) Information collected in 2003 from local fire departments within the state,
2.) Extrapolation of information from the 2002 U.S. Fire Administration Needs Assessment of the Fire Service in the U.S.
including the 2004 Georgia Fire Service Needs Assessment counterpart document,
3.) Committee work and recommendations from Georgia Fire Service leaders and 2004 Fire Service project advisors,
4.) Interviews with recognized local Fire Chiefs, and selected members of the International Association of Fire Chiefs,
5.) Overviews of consultant reports (with emphasis on lessons learned) from the Alfred P. Murrah Federal Building-Oklahoma
City Bombing, World Trade Center and Pentagon terrorist attack tragedies,
6.) The following reports and publications: the Hart-Rudman Council on Foreign Relations report entitled - America-Still
Unprepared, Still in Danger, the Century Foundation's Homeland Security Project report entitled - The States and Homeland
Security - Building the Missing Link, and three U.S. Fire Administration publications: Emergency Response to Terrorism,
Advocating Shared Responsibilities for Improved Fire Protection, and A Call for Action, The Blue Ribbon Report – Preserving and
Improving The Future of the Volunteer Fire Service.
7.) International Association of Fire Chiefs 2005-2006 Strategic Plan
8.) National Fire Protection Association (NFPA) research publications: U.S. Fire Loss for 2003 (Karter), Large Loss Fires for
2003 (Badger), Firefighter Injuries for 2003 (Karter, Molis).

Plan prepared by: Cobb County Fire and Rescue Chief Rebecca (Becky) Denlinger, Consultants Tommy Morgan, Arleigh
Greenblat and the staff of Northstar Consulting, Inc., Washington, D.C.
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GEORGIA FIRE SERVICE
Five-YearStrategicPlan

(Long-range Improvement Program)

II. Five-Year Strategic Plan

The following plan has been designed as a blueprint for Georgia Fire Service programs over the next five (5)
years. This plan has been prepared to assist local communities to achieve highly effective fire services as they
meet their responsibilities for homeland security. The plan includes fifteen (15) strategic goals and four (4)
projects for 2005 on the subject of Technology, Training, Readiness & Disaster Response and Research &
Develo pment. The plan has been developed under the auspices of the Geor0oAssociafion of
Fire Chiefs acting as the lead organization for all Fire Service organizations In Georgia. It .ispart of the
long-range planning effort to strengthen the Georgia Fire Service,with special *Gaels on local fire department
effectiveness, regional readiness; statewide mutual aid arrangements and program support for all Georgia
firefighters, whether career or volunteer.

Georgia Fire Service Defined
The Georgia Fire Service (herein after referred to as the Service) is composed of statewide fire
service organizations which include: the Georgia Association of Fire Chiefs, the Georgia State
Firefighters Association, The Georgia Mutual Aid Group, the Georgia Fire and Emergency Service
Joint Council, Georgia Fire
Investigators Association, the Georgia Fire Inspectors Association, the Georgia Public Safety
Educator's Association, the Georgia Rural Fire Defense Council, the Georgia

Firefighters Burn Foundation, Inc., the Georgia Forestry Commission, the Georgia Public Safety
Training Center, the Georgia Fire Academy, the Georgia State Fire Marshal's Office, and the Georgia
Firefighter Standards and Training Council.

The Fire Service is a coalition of
organizations dedicated to statewide public safety, and as such, devotes energy and resources to the
betterment of all segments of the Service in the pursuit of the public's well

being. Most leaders within the Fire Service are also leaders of their separate organizations, bringing
strength to the coalition and expertise from the various disciplines within their institutions. The term
stakeholders as used in this document refers to all elected and appointed local, state and national
leaders in policy development or policy refinement positions, organizational leaders involved in
public safety programs and governmental managers supportive of the Georgia Fire Service and
Homeland Security.
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Fire Service stakeholders, Fire Service leadership, receipt of financial appropriations through
local, state, and national government auspices and most importantly, support and understanding
from the general public.

Long-range overriding goals are established to accomplish four main objectives:

1) Assure the entire Fire Service is prepared to support any man-made or natural disaster
requiring coordination and deployment of resources.

2) Assure that every local fire department is brought into voluntary compliance with agreed upon
standards for communication systems, vehicle and equipment purchase, basic personnel practices
including comprehensive training, fire station physical plant integrity, fire prevention
programs for the general public and other critical issues identified by the Fire Service and
applicable to residential and business needs, especially in emergency situations.

3) Participate and exercise leadership within the emergency responder community through
communication and collaboration with Fire Service counterparts; e.g., law enforcement,
emergency medical service (EMS), transportation directors, the private sector, etc.

4) Continually identify and share critical infrastructure and target hazard information in each
locale.

In addition, federal grant awards have not been specifically oriented toward helping fire service
organizations develop strategic plans to address the development and coordination of training,
certification, operational guidelines and systems to manage statewide special operational teams.
The Fire Service is supportive of changes in future grant programs that emphasize planning and
coordination efforts.

Sources of information for goal area selection and facts contained in this plan were based upon the following informational
resources:
1.) Information collected in 2003 from local fire departments within the State,
2.) Extrapolation of information from the 2002 U.S. Fire Administration Needs assessment of the Fire Service in the U.S.
including the 2004 Georgia Fire Service Needs Assessment counterpart document,
3.) Committee work and recommendations from Georgia Fire Service leaders and 2004 Fire Service project advisors,
4.) Interviews with recognized local Fire Chiefs, and selected members of the International Association of Fire Chiefs,
5.) Overviews of consultant reports (with emphasis on lessons learned) from the Alfred P. Murrah Federal Building-Oklahoma City
Bombing, World Trade Center and Pentagon terrorist attack tragedies,
6.) The following reports and publications: the Hart-Rudman Council on Foreign Relation report entitled - America-Still
Unprepared, Still in Danger, the Century Foundation's Homeland Security Project report entitled - The States and Homeland
Security - Building the Missing Link and three U.S. Fire Administration publications: Emergency Response to Terrorism,
Advocating Shared Responsibilities for Improved Fire Protection and the 2004 white paper: A Call for Action, The Blue Ribbon
Report – Preserving and Improving The Future of the Volunteer Fire Service.
7.) International Association of Fire Chiefs 2005-2006 Strategic Plan
8.) National Fire Protection Association (NFPA) research publications: U.S. Fire Loss for 2003 (Karter), Large Loss Fires for
2003 (Badger), Firefighter Injuries for 2003 (Karter, Molis).
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Goal Area 2 - Training

The training goal is considered critical to the advancement of the men and women of the Fire
Service. The consensus is that three top priorities must be achieved:

1) Minimum training for all firefighters based upon standards promulgated by the Georgia
Firefighter Standards and Training Council (emphasis on implementation of SB 169-2003),

2) Broadly based management training for Fire Chiefs and their managers with curriculum emphasis
on: leadership training, incident command, incident management team supervision, stakeholder
relations, budget development (administrative line-item and program budgeting), legal
liabilities, risk analysis and management, internal operational system development and refinement,
annual work planning, labor
relations, human resource management with Training Goals:
emphasis on employee recruitment/retention, • Minimum training for all firefighters
workplace diversity, individual performance 'Management training for all Fire Chiefs

• National incident Management System (NIMS)
planning, equipment purchase, supply training

purchase, communication system
management, cooperative agreement development with emphasis on mutual aid, trend
analysis and communication with supporting associations and organizations and,

3) Exercise of incident command system responsibilities and thorough understanding of the
National Incident Management System (NIMS) and applications. Emphasis to be on
coordination of responsibilities and emphasize State approved policies, procedures, resolution of
jurisdictional cooperation issues, communication requirements and protocol dissemination. The
USFA has released a web-based Incident Command System self study, 2nd edition [helps with
understanding NIMS compliant ICS ]

Noted is one goal implementation matter that requires early attention. Training officers at the state
and local levels are considered vital to the conduct of training activities. It is imperative that formal
agreements exist between State training agencies and local training officers in order to assure
uniform and basic curriculum content, uniform application of instructional standards and the most
cost-effective methods to deliver courses. Due to the fact that training officers are in a good
position to offer valuable information on the aforementioned matters, it has been suggested that in
the future, they be included on Fire Academy or Public Safety Training Center advisory committees.

It is also important to note that newly approved courses, offered by the U. S. Fire Administration
(USFA) and the National Fire Academy, include the Introduction to Unified Command for
Multi-Agency and Catastrophic Incidents, All Hazards Incident Management, and Command and
General Staff Functions in the Incident Command System. States and urban areas can use allocated
Homeland Security Grant Program (HSGP) and Urban Area Security Initiative (UASI) funding to
conduct or attend these approved courses. Additionally, states and urban areas can now use this
funding to reimburse overtime and backfill costs associated with attending these courses.

Communications with Georgia stakeholders regarding the importance of training is imperative.
Many high-ranking government officials do not know that thousands of Georgia firefighters,
most of whom are volunteers serving in small communities, lack formal training in structural
firefighting, the most basic service the volunteer fire service provides. While many firefighters
have received some type of training, most lack certification in structural firefighting. An
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estimated 27 percent of fire department personnel involved in delivering emergency medical services
lack formal training in their duties. In the majority of Georgia fire departments, rescue personnel are
not certified to the level of basic life support.

An estimated 40 percent of fire department personnel involved in hazardous materials response
lack formal training in those duties; the majority of them serve in smaller communities. In 80 percent
of fire departments, personnel involved in hazardous materials response are not certified to the
operational level. Of fire department personnel involved in wildland firefighting, an estimated 41%
lack formal training in their duties.

In summary, there are critical firefighter training and certification needs in Georgia communities
of all sizes.

The initiatives scouted for achievement of this goal include:
1) institutionalizing Fire Service advisory services to all state and regional training programs to assure

strategic plan priorities are followed,
2) Systematizing assessment of training results and offering suggestions on an annual basis for

improvements to curriculum offerings,
3) Advising on structure and accessibility of course completion data necessary to state and regional

mutual aid administration and incident commanciwith emphasis on NIMS.
4) Pilot program development of training systems utilizing cost effective measures, with emphasis on

computer use as part of coursework and test taking by computer once security problems have been
resolved,

5) The 2004-2005 project containing specific, achievable objectives.(see below)

Goal Area 3 - Readiness and Disaster Response

The 9/11 Commission Report (page 314) states the following:

"While no emergency response plan is flawless, the response to the 9/11
terrorist attack on the Pentagon was mainly a success for three reasons:
[first], the strong professional relationship and trust established among
emergency responders; second, the adoption of the Incident Command
System; and third, the pursuit of a regional approach to response. Many
fire and police agencies that responded had extensive prior experience
working together on regional events and training exercises . . ."

A critical component of long-range Fire Service strategic planning is disaster readiness planning.
Disaster plans take into consideration facts regarding population centers, critical infrastructure,
food, water and medicine distribution, emergency housing, water supply for fire services,
medical treatment centers, roadway management and transportation issues, supply lines, coordinated
communication systems and clearly written processes and protocols as well as other important aspects
of public safety management. In order to be prepared for response to a large -scale incident, it has
been suggested that every Fire Chief must:
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vehicles with the capability to effectively handle multiple frequencies are now being utilized
(they are in short supply) and the old, but reliable, uhf/vhf systems are still being used.

The Fire Service has a responsibility to support a statewide radio compatibility master plan, not
only for fire and rescue work, but for all allied emergency responders. Technological advances
make it difficult for even the best planners to reach solid conclusions on this subject. The problem is
that very few Fire Service leaders are aware of any master plan on this subject, even though it is the
most written about issue in every report on lessons learned and readiness preparation. While State
planning exists on the subject, most of the leaders within the Fire Service are unaware of plan
funding, implementation activities, timetables, evaluation criteria, pilot projects or related work.
The same holds true for evaluations of systems that have been installed within the last 24 months.

On another important issue, advances in computer technology are not being fully utilized by the
Fire Service. In addition to ever increasing administrative workloads within a substantial number of
fire departments, high capacity computers are necessary for planning, reading geographic imagining
systems (GIS) computer generated maps, disaster simulation exercises, and web-based training. Rugged
computers for incident command vehicles are also necessary. Wireless linking between computers,
satellite access through special links, and a host of other technological innovations, when put to full
use, could save thousands of lives. Vital information on the location and qualifications of
firefighters in a region, available firefighting equipment and other data that has been classified
and stored on a central database is a requirement for quality incident command work,
therefore, data development, data access and encryption systems are all subjects of long-range
planning.

The initiatives suggested for achievement of this goal include:

1) Collaboration with the Georgia Technology Research institute, national and state fire service
organizations and private sector technology consultants to ascertain cost effective
methods to design and manage Fire Service databases,

2) Professionally conducted surveys of fire departments to determine present status of
computer technology applications,

3) Pilot program work similar to the Wilson, North Carolina Fire Department's technology
model (GIS based tech. system utilng geospatial information),

4) Closer liaison with the Georgia Office of Homeland Security and GEMA on the issue of the
portable radio challenge,

5) 2005 project work as developed by the Fire Service Advisory on Technology Improvement
6) Liaison with the new ODP Office on Interoperability
7) initiation of an information-sharing program approach for target hazard preplan, incident

command approaches, etc., between GEMA areas and the All Hazards Councils.

Goal Area 5 - Computer Technology – Equipment Specifications

A rationale for providing information age, state-of-the-art computer tools to Georgia fire
departments is no longer necessary. The computer issues confronting fire department management
deal with computer capacity, speed, connectivity, software designed to meet the multi-faceted
needs of homeland security planners and training of personnel to manage data,
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