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EXECUTIVE SUMMARY 
 
The Salt Spring Island Fire Protection District Board of Trustees sponsored a conversation 
with stakeholders to gather information to inform the development of a strategic plan.  
The conversation resulted in the identification of: 
 

· Key points that should be reflected in a Vision Statement 
· A sample Vision Statement developed by the facilitator that reflects those points:  

o A Responsive, Consistently Competent Fire Rescue Service Valued by Its 
Community 

· A sample Mission Statement developed by the facilitator that captures actions 
required to realize the vision. 

o We Educate Ourselves; We Engage Our Community; We Care for Our 
Assets 

Note: These statements are samples that reflect the discussion of the day.  
They are offered to the Trustees as a resource for their work in developing a 
Vision and a Mission Statement.  Trustees may well have additional elements 
they need to see incorporated.   One obvious question Trustees will wish to 
address is whether the vision should be of the Fire Service or of the community 
it serves.  The facilitator would caution that the latter option will require 
discipline that it does not become such a “motherhood” vision that it cannot 
be measured or cannot be fully realized by the Fire Service. 

· A set of issues that must be addressed in the Strategic Plan for completion in the 
next three to five years with three key priorities identified: 

o Community Engagement  
o Human Resource Procedure and Process improvement. 
o Infrastructure and capacity   

 
REVIEW OF THE DAY 
 
The fifteen participants (see Appendix One) were engaged, good-natured, and clearly all 
committed to providing fire and rescue services on Salt Spring Island.  The day was 
scheduled to run from 09:00 to 16:00.  The day concluded at 14:30 largely because the 
group, from the outset, exhibited a quite remarkable level of cohesion.  Discussion was 
not rushed nor was it shallow. Ideas were fully explored, but there was little contention 
and consensus developed quickly.  Little time was required to explore and resolve 
differences that one might reasonably have expected in a group representative of a 
variety of stakeholders.  The agenda for the day is included in this report as Appendix 



 

Two.  The provision of three questions to think about before the session may have 
contributed to the early cohesion.  Those questions are included as Appendix Three. 
 
The need for a new fire hall emerged immediately the first brainstorm session opened 
on mission and vision.  The group was able to move to a recognition that a new fire hall 
is not a goal, a vision, or a mission; it may be the logical solution to a set of impediments 
to realizing goals, mission, and vision.  Those impediments must be recognized and 
widely understood not only among those involved in the fire district, but across the 
island community.  Community support for a new fire hall as a solution to acknowledged 
serious impediments to meeting the role of Salt Spring Fire Rescue is a possibility.  
Community support for a new fire hall as an end in itself is unlikely. 
 
VISION AND MISSION 
 
Participants were not asked to develop Vision and Mission statements.  They were 
asked to brainstorm key words or concepts or qualities that should be expressed in a 
Vision and Mission Statement for Salt Spring Fire Rescue (Appendix Four).  Out of that 
large list, Valued, Responsive, Consistent, and Competent emerged as four elements 
that must be reflected in the board developed Vision Statement and in the Mission 
Statement that describes the actions that will achieve the Vision. 
 
Valued – emerged out a recognition that the fire department requires a high level of 
community understanding of the challenges facing a fire and rescue service on Salt 
Spring Island and that the community recognizes those challenges and appreciates the 
work of Salt Spring Fire Rescue in reducing risk on the island.  There was strong 
consensus that the necessary level of community understanding and appreciation does 
not currently exist.  Support is highly varied ranging from complete among a minority 
who have directly benefited from the services of the department to non-existent among 
those who see the fire services as an unpleasant tax bill. 
 
Responsive – It is hardly rocket science to imagine that a fire service needs to be 
responsive, but the group’s discussion of responsiveness went far beyond how quickly 
the department can respond to a call – as important as high-speed response is.  The 
group recognized that the fire service can become focused on its own needs and virtues 
without regard to the stresses and strains in the wider community most notably in fiscal 
capacity.  A greater grasp of context will serve Salt Spring Fire Rescue well in building 
stronger community support and in a timely approach to resource development. 
 
Consistent – Excellent 20% of the time; good 30% of the time; and okay the rest won’t 
cut it. Again, this is no great revelation except that a clear understanding of what must 
be in place to ensure consistent excellence must be clearly articulated and continually 



 

updated.  Consistency has implications for asset and facilities management, human 
resource policies, education and training – not only of employees but of the public, 
recruitment and retention practices, and succession planning.   
 
Competent – Once again, obvious, but as with consistency, competence comes because 
of actions, policies, and resources across the fire service.   
 
It is important to note that each one of these attributes is highly entwined with the 
others.  Consistent competence is unlikely to flourish in a social/fiscal context of 
indifference or even hostility.  High level of public value in the fire service is unlikely to 
exist unless it is consistent and competent.  All require a broadly responsive service. 
 
It will be the task of the board to develop the Vision Statement.  Out of the discussion 
on Saturday, June 23rd the following is a possibility: 
 
A Responsive, Consistently Competent Fire Rescue Service Valued by Its Community 

· It is clear 
· It is simple 
· It is measurable 
· It demands engagement – no part of the service from the Trustees, to the Chief, 

to the Professionals, to the Paid-on-Call staff, to the Administrative Support staff 
can remain unengaged if the vision is to be realized.  It also makes demands on 
the community. 

The statement above is also down-to-earth.  It is a vision expressed in terms that can 
achieve community buy-in.   

If the board were to develop a Vision Statement of the ilk of: 

A Responsive, Consistently Competent Fire Rescue Service Valued by Its Community 

Then an appropriate Mission Statement for such a vision might be along the lines of  

We Educate Ourselves; We Engage Our Community; We Care for Our People and 
Assets. 

Everything agreed to by the group that must be done well and continuously to realize 
the vision is captured by these three statements. 

We educate ourselves:  The challenge of education and re-education, training and 
retraining among people such as firefighters who must be expert at doing things one 
hopes they will rarely and preferably never have to do is well known.  But beyond those 
well-known requirements, those associated with the fire department have much to 
learn and re-learn.  Trustees must become and re-become skilled in governance; senior 



 

management must continually be honing skills, understanding new regulations and 
legislation, learning characteristics of new cohorts of employees; administrative support 
staff must ensure their skills are up-to-date to ensure the right running of the 
organization.  All must learn and re-learn about the community they serve. 

We engage our community:  No fire and rescue service on Salt Spring Island could ever 
be even adequate if the population is completely ignorant of fire-risk, uncaring of fire 
hazards, and unaware of all that is accomplished by Salt Spring Fire Rescue.  Even those 
among the population aware of risks and careful of hazards are likely to be little 
informed about what is really required to mitigate risks and reduce harm from fire and 
other emergencies.  Salt Spring Fire Rescue must play a major role in public education 
and engagement.  If asked what are you proud of on the island, how many residents of 
Salt Spring Island today would include the fire department on their list?  Until one can 
be confident that that number is high, public support for major new initiatives and 
capital replacement will be limited. 

We care for our people and our assets:  The equipment and premises of Salt Spring Fire 
Rescue are pubic property.  Those who work for the fire service are stewards of that 
property.  They have a responsibility to ensure that all assets are well-maintained and 
replaced as needed.  Residents of the island need to be confident that such care over 
property is exercised.  But even more than building and equipment, the key resources of 
Salt Spring Fire Rescue are the people who work for the organization and its assets.  
They are entitled to the safest, most supportive working conditions as they discharge 
their responsibilities.  Human resource processes and policies should ensure that 
employees know they are valued and have opportunity for evaluation and programs for 
further skill development. 

It should be clear that these three elements of the mission are deeply intertwined and 
entirely critical to realizing the vision. 

Note:  Attention should be paid to the caveat in the Executive Summary that these 
statements are simply sample resources for the Trustees as they develop the actual 
statements. 

  



 

ISSUES TO BE ADDRESSED IN THE NEXT STRATEGIC PLAN 
 
Before an open brainstorm of issues facing the organization in the next three to five 
years, issues were defined as impediments to realizing the vision and executing on the 
mission.  A significant number of such impediments were identified (Appendix Five).  All 
those impediments or issues were identified as falling into one of three categories: 
 

· Infrastructure and Capacity 
· Community Relations 
· Human Relations 

The group was then divided into three sub-groups to discuss the issues in one of the 
above categories with a view to setting priorities.   Each of the three sub-groups was 
then invited to report on the priorities of the category that sub-group discussed.  The 
members of the other two sub-groups were then offered a vote.  In each case, the 
results were highly aligned. 

For the sub-group discussing infrastructure and capacity issues, engagement of the 
community in understanding why such infrastructure is required or needs replacing and 
understanding the costs involved was seen as the top priority by a very significant 
margin.  The sub-group felt strongly that current levels of community engagement will 
not produce the support required for new infrastructure or capacity.  The other two 
sub-groups concurred in the assessment. 

For the sub-group discussing community relations, switching to a focus on community 
engagement and perception was seen as a critical issue to be addressed along with the 
development of messaging that is tailored to receptor capacity in the community.  
“We’re great and with more we’d be even better!” is not a successful message. Again, 
the other sub-groups agreed.  The group recommended replacing “relations” with 
“engagement”. 

For the group discussing human relations, a general refreshment of HR procedures and 
processes was seen as the top priority and something that could be accomplished at 
little cost.  Such refreshment would include elements such as: 

· Job descriptions for everyone  
· Evaluation and feedback 
· Succession and Promotion Planning 
· Recruitment and retention 

At the end of the day, the group’s advice to the board when undertaking strategic 
planning in the next few weeks was that Trustees should ensure that priority is placed 
on community engagement and human resource procedure and process improvement.  



 

To recast that advice somewhat, it might be said that the group advised the board to 
have an external and an internal priority. 

Those two priorities are foundational to addressing issues in all three categories.  The 
focus on the two priorities in no way negates the importance of the other issues in each 
category.  The board should most assuredly use the list in Appendix Five in the 
formulation of the plan, in testing it once it has been drafted, and measuring issue 
resolution to determine success of the plan. 

Before concluding the discussion of issues identified, three strategies or opportunities to 
improve community relations were identified.  Strictly speaking they go beyond the 
purpose of the day, but they ought not to be lost and may well be worthy of further 
evaluation by the Trustees. 

· The Fire Underwriter Survey Assessment in 2020 creates an opportunity to 
tangibly demonstrate to the community a major advantage conferred by having 
a competent well-equipped fire service in its impact on insurance rates. 

· The Trustees should examine rezoning for Ganges and its immediate environs as 
an urban fire-prevention zone with a view to even greater reductions in fire 
insurance premiums particularly for businesses. 

· There has been much discussion of improvements for central Ganges from its 
now somewhat shabby state.  Many of those improvements revolve around a 
much-needed refurbishment of Centennial Park across the street from Firehall 
#1.  Might public support for a new fire hall be developed because of public 
enthusiasm for liberating the current site to be available as part of Ganges 
urban-renewal.  This idea is a small example of taking a community-based 
approach as distinct from a “we need approach”. 

 
CONCLUSION 
 
The Trustees of Salt Spring Fire and Rescue were eager to receive input from 
stakeholders that would allow the Board of Trustees to prepare a Vision Statement, a 
Mission Statement and a Strategic Plan for the department.  The participants have 
provided much valuable information and extremely useful foci for addressing the issues 
facing Salt Spring Fire Rescue over the next three to five years.  A Strategic Plan that is 
developed in the light of this information will enable senior management to go on to 
develop an Operational Plan to ensure issues are addressed in a timely and focused 
manner.   The Strategic Plan and Operational Plan together will provide the board with 
the capacity to evaluate progress. 
 

  



 

APPENDIX ONE 
 

LIST OF PARTICIPANTS 
 
 

Per Svendsen (Chair Board of Trustees) 

Howard Baker (Trustee) 

Rollie Cook (Trustee) 

Mary Lynn Hetherington (Trustee) 

Ron Lindstrom (Trustee) 

 

Brian Cunningham (Public Member, Facilities & Physical Plant Committee) 

Richard Kerr (Public Member, Finance & Audit and Strategic Planning Committees) 

Stanley (Stan) Shapiro (Public Member, Communications & Marketing Committee) 

 

Fire Chief Arjuna George (Management) 

CAO Andrew Peat (Management) 

Jocelyne Monette (Excluded Staff) 

 

Assistant Chief Jamie Holmes (Career Members) 

Lieutenant Mitchell Sherrin (POC and Career Members) 

Chantelle Pohl (POC Members) 

Nancy Purssell (POC Members) 

 
 

  



 

APPENDIX TWO 

SALT SPRING ISLAND FIRE RESCUE 

STRATEGIC PLANNING CONVERSATION WITH STAKEHOLDERS 

Saturday, June 23, 2018 

09 :00 – Welcome, Opening Remarks, Introduction of the Facilitator – Ronald Lindstrom, 
Chair, Strategic Planning and Policy Development of the Board of Trustees 

09:15 – Review of the Agenda – Walter Stewart, Facilitator 

· Introductions 
· Procedures for the Day 
· The Parking Lot 

09:30 – The Mission and Vision – Introduction –  The Facilitator  

· What is a Vision 
· What is a Mission  

 
09:45 – Discussion of the Mission and Vision - All 

10:15 – Break 

10:30 – Facilitator’s Synthesis  

10:45 – Issues Facing the Fire Department in the next 3 to 5 years – Open Brainstorm  

· What are the issues? 
· Why are they issues? – connection to the Mission and Vision.  Issues are impediments 

to realizing the Vision and to execute on the Mission 
· Focus on Functinalities 

11:15 – Synthesis of the issues into categories 

11:30 – Breakout discussion of the issues in table groups 

12:30 – Lunch  

13:15 – Report back from groups  

13:45 – Review of issues and resolution into categories  

14:15 – Breakout discussion of priorities in table groups 

14:45 – Report back on priorities 



 

15:15 – Mission and vision test –  

Do the priorities reflect the Mission and Vision? If not, is it the priorities that 
should change, or does the disconnect suggest the Mission and vision should 
change? 

15:45 – Closing Remarks – Facilitator and Ronald Lindstrom, Chair, Strategic Planning and 
Policy Development 

16:00 – Adjournment  

  



 

APPENDIX THREE 

 

QUESTIONS PARTICIPANTS WERE ASKED TO ARRIVE PREPARED TO ANSWER 

 

· What is your Vision for Salt Spring Fire Rescue?  Remember the Vision is something 
you can see, something that either is realized or is not realized; for example, one 
might have the vision, “Every one of my windows is crystal clear.” The Vision is 
realized when every window is crystal clear, it is unrealized if even one window is 
smeared. 

 

· What would have to be done continuously and well to make your Vision a reality? 
That is the Mission.  Staying with the example above, the Mission might be, 
“Continuous Monitoring and elimination of all spots on the windows.” 
 

Note:   Although the example may be trivial, it embodies the principles behind mission and 
vision statements: 

· They are short, clear, and measurable. 
· They are easily remembered 

 
· If nothing else happened, what three issues facing Salt Spring Fire and Rescue right 

now would need to be resolved in order to enable the Mission to realize the Vision. 

 

 

 
 
 

  



 

APPENDIX FOUR 

The Group Identified Qualities and Key Words that Should Be Reflected in an Eventual Vision 
and Mission Statement 

· Public trust 
· The best we can be 
· Safety 
· Reduce harm 
· Public buy-in 
· Cohesive team 
· Safe working environment 
· Protection from disasters – flood, fire, earthquake, accidents 
· Excellent governance  
· Strong interagency co-ordination 
· Innovation in processes and technology 
· Foresight 
· Shared plan 
· Response ready 
· Visionary leadership 
· Multi-directional respect 
· Consistency and competence 
· Risk Assessment 
· Caring for the community 
· Communications 

  



 

APPENDIX FIVE 

Issues Identified in an Open Brainstorm of Issues Facing the Salt Spring Fire and Rescue Over 
the Next Three to Five Years.   

Note:  The issues were identified in an unstructured brainstorm session.  They were 
subsequently identified as falling into one or more of three categories. 

Community Engagement: 

· Community Engagement  
§ Outreach  
§ Promotion  

· The message: 
§ Clear 
§ consistent 

· Public Perception/Understanding of 
§ Costs 
§ Asset Management 
§ The Fire Underwriters Assessment – 2020 
§ Co-ordination among EMS services and with other government services 
§ Risk Assessment 

· Recognition and Understanding of Context 
§ Timing – what other issues are pre-occupying the community or creating 

demands for funding 
§ Urban/Rural split on SSI 
§ Does vacating the site of FH #1 create an opportunity for the community 

that will excite and engage? 
§  

· Finances  
§ Taxation 
§ Grants 
§ Fiscal capacity of the island 
§ Sustainability – sense of a tax squeeze 

Human Relations: 

· Recruitment and Retention 
· Clear Policies and Directions 

§ Job descriptions for all roles including board 
§ Evaluation and feedback 
§ Scheduling Model – Career, POC, Admin. Support 
§ Succession Planning 



 

§ Diversity 
§ Staffing Levels 
§ Work Load 
§ Senior Management Work Load Equalization  

Infrastructure and Capacity: 

· Water supply in the central core 
· Unsafe and Inadequate Premises 
· Response Times 
· The Fire Underwriters Assessment – 2020 
· Risk Assessment 
· Assessing Capacity 
· Asset Management and Replacement 

 

The Parking Lot: 

Issues that were raised that are beyond the purview of the group to address were placed in a 
parking lot.  Two such issues were raised. 

· The Collective Agreement and public perceptions of it 
o Any issues related to the collective agreement were parked because they are the 

responsibility of the Greater Victoria Labour Relations Association 
· Intra-board issues that impinge on effective governance 

o An issue to be addressed internally by the board 
 

 

 
 
 

 


