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1.0 Introduction

This strategic planning effort was authorized by the Board in May 2013, and began in
September 2013. The effort was led by a Strategic Planning Committee with input from the
Board of Directors. Plan development and meeting facilitation was provided by an external
consultant.
This plan document is intended to serve as a guidepost for LRMFA over the next 36 months.
The plan does not contain all of the details required to complete all items, but it does serve as a
guiding framework for the organization. The intent is for it to be a living versus static document
to be used by the Board of Directors, Management, member communities, and other
constituents to ensure that a shared vision is realized.
During the planning process, there was much consistency and agreement about the direction of
LRMFA, both from internal and external constituents. The plan is designed to be flexible and
agile which means that it can be easily updated as the organization’s needs change.
Finally, the Strategic Planning Committee wishes to acknowledge the valuable input and
assistance provided by the Board of Directors, the Dispatch Center staff, and participants from
LRMFA’s member communities.

2.0 Process Overview and Plan Components

The plan development began in the fall of 2013. The process, shown in Figure 1, included
surveys, a SWOT analysis, goal setting, and the plan development. The plan was adopted by the
Board of Directors at their February 2014 meeting.
Figure 1: Strategic Plan Development Process Overview
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The plan consists of four, layered elements as shown in Figure 2. Each is described below and
summarized in following document Sections:
1. Vision and Mission (Section 3). These statements form the core from which the other
three elements relate to. They are statements that are intended to guide the
organization from the highest, most strategic level.
2. Statements of Strategic Intent (Section 4). While the mission and vision outline the
highest level of strategy, the statements of strategic intent boil down what will be
accomplished during the next three years.
3. Goals (Section 6). The goals are tactical items of focus that support the statements of
strategic intent. They are designed for simplicity and directness.
4. Supporting Actions (Section 6). Supporting actions are the tasks or projects that will be
undertaken in order to ensure the goals are met. Each supporting action may also have
sub-‐actions.
Figure 2: “Layering” of the Strategic Plan Components

3.0 Vision and Mission Statements

The existing mission statement for LRMFA had not been formally reviewed nor updated in more
than a decade, even though services and scope of the organization had expanded.
The following vision and mission statements were developed to both add a vision statement
and to update the previous mission statement.
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Vision Statement
We strive to develop and promote exemplary, nationally recognized, regional emergency
communication and mutual aid services resulting in a culture of safety for our
communities.



Mission Statement
To deliver the highest quality telecommunications, training and education, and
emergency services coordination for our community partners and the public we serve.

These statements capture the essence of the organization’s capabilities, quality, and customer
reach, and form the basis for the plan’s strategic direction.

4.0 Statements of Strategic Intent

LRMFA will accomplish many things over the course of the next three years. The following
statements of strategic intent are designed to distill the five major areas of focus that will guide
the actions of the organization during this period. These statements answer the essential
question of “where are we going?”
During the next three years, LRMFA Association will:
1. Clearly define the services LRMFA will offer to its member communities and other
customers
2. Ensure long term budget stability via the development of a capital improvement plan
3. Define appropriate goals and measures of success, and produce the metrics to
determine if goals and measures are being met
4. Clearly communicate the organization’s vision and successes to LRMFA’s member
communities
5. Ensure a strong governance framework that engages LRMFA’s member communities.

5.0 Survey Findings and SWOT Analysis

In order to generate information to support the development of this strategic plan, two primary
methods were used:
1. Surveys, and
2. Strengths-‐Weaknesses-‐Opportunities-‐Threats (SWOT) Analysis.

5.1 Survey Findings

A total of four surveys were conducted to help inform the strategic planning process:
1. In-‐person and telephonic interviews of Strategic Planning Committee members and
several external stakeholders. The primary focus was to gain input on the SWOT
analysis, to seek direct input on the future of LRMFA, and to seek external stakeholder
input.
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6.2.1 Implement a Marketing and Communications Plan
A core element of the strategic plan is to have LRMFA develop a formal marketing and
communications plan. This will provide the foundation for describing products, services, and
capabilities, while allowing the organization to reach a broader set of constituents within our
customer base.
The main purpose of a marketing and communications plan is to achieve the following:
 Identify the message:
o Services offered
o Examples of our work
o Value provided
 Target the audiences:
o BOD; Chiefs; Town FD Staff & Volunteers
o Town Administrators / Boards of Selectmen
o Town Meeting / SB2
o Budget Committees
 Deliver the message via appropriate delivery vehicles:
o Website
o Print materials (also on website)
 Letterhead
 Brochures
 Newsletters
 Annual report
o Social Media
 Facebook
 Twitter
o Signage.
 Develop a public relations capacity:
o Relationships with media
o Press releases
o Open houses
o Regular meetings with community leaders.
Several local firms have been identified that could produce the marketing and communications
plan. Proposals have not been solicited, but will be in Q1 2014. Appendix B contains a list of
quotes from the interview and survey process that may be helpful in guiding the messaging for
the marketing and communications plan.
6.2.2 Development of a Community Relations Program
It will take time to develop fully the items outlined in Section 6.2.1. The interviews with Board
and community members highlighted the need to develop a community relations program. The
Planning Committee determined that this was of high enough priority to warrant effort prior to
the marketing and communications plan being fully developed.
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6.3 Ensure Financial Stability

Three core elements were identified for financial stability:
1. Initiate a capital improvement planning (CIP) process,
3. Explore pricing model options, and
4. Develop a service area expansion plan.
All three are tightly integrated and may be viewed somewhat as “chicken and egg” issues.
However, they can be initially addressed independently, and then aligned over time. For
example, there are communities today that could be approached to join LRMFA that would not
require additional capital projects to become operational. Likewise, the work to complete a full
CIP may take all of 2014, but the initial data gathering could be completed with existing
resources.
6.3.1. Initiate a Capital Improvement Planning Process
The need for a comprehensive CIP is evident based upon internal and external survey feedback.
The organization has aging infrastructure, a need to maintain and update infrastructure
regularly, equipment purchased via one-‐time Federal grants, and a need for expansion.
Without a clear understanding of the needs, it will be difficult to make smart decisions in the
future. It is recommended that a CIP process be implemented in 2014.
6.3.2. Develop a Service Area Expansion Plan
Expanding the LRMFA service area is considered a significant 2014 priority by the Strategic
Planning Committee. More member communities will allow for the spreading of fixed costs.
Sample criteria for expansion communities includes:
 Adjacent to an existing LRMFA-‐served community
 No increase to LRMFA infrastructure costs
 Extent of service requirements / ability to meet requirements
 Existing relationship with a key decision maker in the community.
The Board has already approved a policy of flexible contract terms in order to secure new
communities. These terms will need to be developed in conjunction with the effort to develop
new pricing models (Section 6.3.2).
6.3.3. Evaluate Current Pricing Model
The existing funding formula (the pricing model) has not been revised in any meaningful way
since it was updated more than a decade ago. The cost of the LRMFA offering has been viewed
by some towns as so expensive that they have switched to other service providers, and
additional questions of equity have been raised.
The recent change in the Belknap County assessment process has created additional pressure
on LRMFA to evaluate the pricing model. It is recommended that the current pricing model be
evaluated in 2014. This may include a “one size fits all” approach, similar to what exists today,
or it may be broader and include packages of services, service levels, or other combinations.
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6.4 Modernize Organizational Governance

Two areas of governance were identified as high priorities:
1. Board of Director participation
2. Identification of a set of key performance indicators (KPIs)
3. Create staff development plan
4. Board of Director composition.
6.4.1 Board of Director Participation
BOD participation has been historically lower than the Executive Committee or Management
would expect. It is recommended that in the short term, a job description for Board members
be developed and adopted that clearly details what the requirements of a Board member are.
It is also recommended that the Board composition be examined in order to include a wider
range of stakeholders from member communities. This is in direct response to survey feedback
and feedback received outside of the survey process. A process needs to be developed to
consider different Board composition models, as well as a process for making membership
changes if a different model is adopted.
6.4.2 Key Performance Indicators
Key performance indicators (KPIs) are an important tool for an organization to use at both the
management and Board level to understand how the organization is performing relative to
standards. KPIs are used for operational fine-‐tuning, strategic planning, and for external
marketing and communications. Examples of KPI categories and KPIs for LRMFA might include:
 Call Center Operations:
 # of calls: overall, by town, by type of call, by call resolution, by operator, etc.
 Average time to answer
 Average time to process
 Training:
 # of attendees by class; by town; by month; by year
 Attendee satisfaction survey data
 Cost / student
 % meeting certification
 Training of per diems
 Technical:
 Call center system uptime/downtime ratio
 Aging of equipment (PCs, call center equipment, radios)
 Aging of software
 Financial:
 Cash on hand
 Budget to actual
 Account receivables (days)
 Grant received
 Grant pipeline
 Operations:
 System equipment inventory / resources
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Rewards and recognition, and
Career development.

6.4.4 Board of Director Composition
Both the internal and community surveys identified the need to re-‐examine the Board of
Director composition. This will be examined in the second year of this plan.

7.0 Appendices

A. Detailed work plan.
B. Notable quotes gleaned from the survey process.
C. Copies of survey instruments used.

[Remainder of Page Left Intentionally Blank]
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B. Notable quotes gleaned from the survey process.

During the survey and interview phase, the following quotations were captured by staff, Board
members and Town Administrators. They have been sorted into five categories. The
expectation is that these quotes will be helpful during the messaging component of the
marketing and communications plan. Additionally, quotes from an existing LRMFA slide
presentation have been included.
General
 Our product is information.
 LRMFA is a very valuable asset to our department.
 Dedication to bettering the service system wide.
 You go over and above what is asked of you.
 Providing a valuable and essential service to the towns.
 Our towns are the organization.
System
 We are a small town with the same access to services as a larger city.
 The value that is provided for the annual assessment in my opinion is unmatched.
 It allows us to share resources of many different agencies.
 The ability to gather resources in very short order.
 The power of potential is waiting patiently to unleash our system into a regionalized
unit.
 A valuable service that is provided on a regional basis.
 The ability to maintain relationships with (all) factions of our system and other mutual
aid systems throughout the state.
Dispatch
 People in the field get what they expect [regarding dispatch service quality].
 This is how a true dispatch center should sound.
 LRMFA continues to provide the very best in emergency communication for our
community.
 Dispatching services are second-‐to-‐none.
 The strength is the ability to provide a high-‐level dispatch center at a minimal cost to the
service communities.
Training
 The training put on by LRMFA is a spot for our area.
 LRMFA provides well-‐structured training opportunities.
History
 In my 30+ years of service this Dispatch Center has proof to be outstanding in the
services they provide.
 A history of competent leadership and dedicated employees.
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Additional Quotes from Existing LRMFA Marketing Presentation
 “The Lakes Region Mutual Fire Aid system is especially effective as automatic aid assist
communities in meeting the national standards described above. A review of incident
history demonstrates that this system is a tremendous value to the City of Laconia”.
 “The City of Laconia should continue to actively participate in the Lakes Region Mutual
Fire Aid Association. The benefits that are received by the city far exceed any financial or
resource commitments that are expended for membership”.
 “A major advantage of a regional dispatch center is the ability to move resources quickly
and to manage resource availability during multiple incidents”.
 “In the opinion of the study team, the Lakes Region Communication Center is a national
model for regional fire and EMS dispatch operations.”

C. Copies of survey instruments used.
Attached as separate PDF documents to this Strategic Plan are copies of the following survey
instruments:
1. Web-‐based survey of LRMFA Board of Directors
2. Web-‐based survey of Town Administrators (City Managers and Selectmen in cases
where no Town Administrator existed)
3. Web-‐based survey of Dispatch Center Staff.
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