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MESSAGE FROM THE FIRE CHIEF

Norman K. "Brad" Bradley, III

The mission of the Northwest Fire District is to
save lives, protect property, and care for our
community.  This mission exists to align our
diverse membership with a common purpose
and to assure that every action furthers our
commitment to professional and dedicated
service to our community.  Without the trust of
our community, and without the professional
commitment of our members, mission success
would not be possible. 
 
During the 2020-2024 Strategic Plan, the
District evolved in numerous ways to position
itself to better meet our mission.  Initiatives
were undertaken to manage future growth,
provide for long-term sustainability and
stability, and enhance the efficiency and
effectiveness of the services we provide to our
internal and external community members.

The 2024-2029 Strategic Plan was developed with the intent of building upon
these initiatives and articulating the vision for the next five years of continuous
improvement at NWFD.  Input and guidance were gathered from a diverse cross
section of community stakeholders and employees to ensure no critical factors
were overlooked.  The Strategic Plan drives our stewardship of the resources
entrusted to us by our community.  It also provides transparency for our
residents while also promoting feedback so that services can remain centered on
community expectations.
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VALUES

Honesty
We are forthright in our dealings; we stand by our word.

Integrity
We hold ourselves to the highest standards of
professional and ethical conduct; we do what’s
right.

Trust
We firmly believe in each other to care for our
community.

MISSION VISION

To save lives, protect
property, and care for
our community.

Exemplary leadership and
performance in service to
our community.

Respect
We understand that being held in high regard
by our community is something we earn every
day.

Humility
We serve selflessly to achieve our mission.

Inclusivity
We value individual uniqueness.
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DISTRICT OVERVIEW
Northwest Fire District has served residents and businesses in the northwest
Tucson metro area for more than 30 years.  A group of conscientious community
members who wanted quality service and protection established the District in
1984.  Since the District answered its first call, it has provided increasingly higher
levels of fire protection and life safety services to a rapidly growing population. 

Northwest Fire District has 303 full-time employees.   The District maintains a
constant daily staffing minimum of 60 Operational Service personnel deployed
from 11 fire stations.  In addition, an adaptive response engine company that
travels throughout the District is staffed during daytime hours Monday-Friday.
Administration, Training, Fleet, Logistics, and EMS facilities are also maintained. 

Emergency Medical
Fire Suppression
Hazardous Materials Response
Fire Prevention and Code
Compliance

Technical Rescue
Community Assistance Program
for post-emergency assistance 
Community Education and
Information 

SERVICES PROVIDED INCLUDE:

NWFD provides all-risk emergency and non-emergency services to
approximately 137,901 residents in areas of north Pima County and the Town of
Marana that cover 158 square miles.  In FY23/24, NWFD responded to 18,950 calls.

Want to learn more about Northwest Fire District? 

District Tour Video

Scan the QR code to view more detailed information about the
emergency services NWFD provides, including community risk
assessment and response time data in our Community Risk Assessment
– Standards of Cover or visit: 

Northwest Fire Community Risk Assessment -
Standards of Cover

https://nwfdaz.gov/about/internationally-accredited/

Scan the QR code to watch a video tour of the Northwest Fire District or
visit: 
nwfdaz.gov/about/nwfd-tour-video
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COMMISION ON FIRE ACCREDITATION
INTERNATIONAL
CFAI

Northwest Fire District maintains accredited status through the Commission on
Fire Accreditation International (CFAI) based off the model provided by the
Center for Public Safety Excellence (CPSE)

Governance and Administration
Assessment and Planning
Goals and Objectives
Financial Resources
Community Risk Reduction
Programs

Physical Resources
Human Resources
Training and Competency
Essential Resources
External Systems Relationships
Health and Safety

The Northwest Fire District is evaluated in eleven categories within the CPSE
model: 

Scan the QR code to learn more about CFAI and accreditation or visit: 
https://www.cpse.org/accreditation

CFAI - Accreditation

Accreditation criteria in these areas include 250 performance measures, of which
94 are core competencies that agencies must meet to receive organizational
accreditation.  We are committed to the CPSE continuous quality improvement
model and the achievement of accredited status through the CFAI by assessing
our current delivery systems, appraising the strengths, limits, and opportunities
of those systems, and planning for improvement.  We submit our assessments
annually to the CFAI’s peer reviewer program in the form of Annual Compliance
Reporting (ACR) and every five years in the form of a Self-Assessment Manual
(SAM).  Our ACR is reviewed by the CFAI annually every July 15th, and our SAM is
reviewed every five years through site visits by the CFAI peer-review team.  

In May 2023, a CFAI peer-review team performed an onsite review including
interviews with key members of staff, the Governing Board, and strategic
partners.  The agency’s 2023 final accreditation report provided nine
recommendations and was one of the smoothest site visits in NWFD history.
Following the Commission’s August 2023 hearings, the Northwest Fire District
was one of only 310 fire/emergency medical agencies accredited internationally.
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VERISK ANALYTICS INSURANCE SERVICES
OFFICE

The Northwest Fire
District submits our
community to the
ISO PPC program.
Northwest Fire
District provides
comprehensive
survey updates to
allow ISO to have the
most up-to-date
information about 

ISO collects information on municipal fire-protection efforts in communities
throughout the United States.  In each of those communities, ISO analyzes the
relevant data using our Fire Suppression Rating Schedule (FSRS).  Communities
are then assigned a Public Protection Classification (PPC) from 1 to 10.  Class 1
generally represents superior property fire protection, and Class 10 indicates that
the area’s fire suppression program doesn’t meet ISO’s minimum criteria.
Source: isomitigation.com/ppc

ISO
Verisk Analytics is an advisory and rating organization that provides risk
management analysis.  Verisk focuses on understanding risk throughout a
variety of markets.  The community hazard mitigation market is administered by
Verisk Analytics Insurance Services Office (ISO). 

U.S. Fire Agencies by ISO Class

the Northwest Fire District’s fire prevention and fire protection services.  The
purpose of the FSRS schedule is to outline the criteria for our community’s
emergency communication center, fire suppression capabilities, water supply
infrastructure, and community risk reduction efforts.  The Northwest Fire District
proudly maintains a Class 1/1Y PPC rating.  The Class 1/1Y PPC places the District’s
fire protection in the top 1% of the country’s communities.  The enhanced score
went into effect on July 1, 2019, and works to ensure lower insurance costs for
property owners within much of the Town of Marana and areas of
unincorporated Pima County northwest of Tucson served by the Northwest Fire
District.  Out of the just over 38,000 fire departments/districts ISO assessed
country-wide, Northwest Fire District is one of 506 fire agencies in the United
States and 12 in the State of Arizona to receive an ISO class 1 rating. 
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The limited assessed property value
within NWFD is $1.648 billion as
reported for the 2024/25 fiscal year. 
Funding for the District is primarily
provided through limited assessed
value property taxes.  Other funding
sources include fees generated for
ambulance transportation, state
wildland firefighting contracts, and
various other service fees
(inspections, etc.).  The District is also
the recipient of various state and
federal grants, and the Arizona State
Fire District Assistance Tax.     

The Northwest Fire District saw an
increase in the combined tax rate
from $3.16 in FY23/24 to $3.20 for
FY24/25.   In the coming four years,
NWFD expects property valuations
to continue to increase at a modest
pace.  These anticipated modest
gains in assessed values, the
continued impact of Proposition 117
(a State of Arizona voter- approved
resolution that limits property tax
valuation increases), and 

REVENUE

Annual Report 
Scan the QR code to learn more about the District’s impactful
accomplishments or events during fiscal year 2022-2023 or visit:
https://nwfdaz.gov/wp-content/uploads/2024/04/NWFD-
Community-Report-2022-23.pdf

continued increases in operational costs, will continue to have an impact on
what the District can and will levy in future years.  Any annexations by the City of
Tucson into the Northwest Fire District would have an adverse financial impact
on NWFD and could create a severe financial hardship.

10NORTHWEST FIRE DISTRICT STRATEGIC PLAN 2024-2029



When done effectively, strategic planning:
Provides a road map to show where the District is going and how it will
get there. 

Facilitates a process that results in the best allocation of resources that
provides the most benefit for taxpayers.

Provides an opportunity to question the status quo.

Identifies the District’s potential through the identification of its strengths
and weaknesses.

Builds a shared vision that is mission-based and accountable to the
community.

Ensures that employees and other stakeholders are working toward
common goals, intended outcomes, and results.

Creates a frame of reference for annual budget
development.

For over 20 years, NWFD has employed
the strategic planning process to work
towards its goals and meet the needs
of the community.  Strategic planning
has many suitable definitions, but one
that best fits our application is below: 

Strategic planning 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 does it, with a focus on
the future. 

PLANNING METHODOLOGY

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.  It is an opportunity to assess and adjust the organization’s direction in
response to a changing environment.  
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Understanding the needs and expectations of the community we serve is a
prerequisite to creating a successful Strategic Plan.  To help achieve an
understanding of these needs and expectations, the first step taken in the strategic
planning process was to gain input from our external stakeholders.  One on one
meetings were held with several external stakeholders including counterparts from
other agencies, local and regional government members, and local business
leaders.  In addition to the one on one meetings, external stakeholders were invited
to participate in a Strategic Plan Development Session held in June 2024. 

The strategic planning process consisted of soliciting external stakeholder input,
conducting an environmental scan, soliciting internal stakeholder (employee and
Governing Board) input, and the development of goals, objectives, and critical
tasks that incorporate stakeholder input and are mission-aligned.  Each of these
steps is explained in detail below.

STRATEGIC PLANNING PROCESS

EXTERNAL STAKEHOLDER INPUT

External Stakeholder Input

Internal Stakeholder In
put

Environmental Scan

Development of:

Goals

Objectives

Critical Tasks 
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ENVIRONMENTAL SCAN
Environmental scanning is the ongoing tracking of trends and occurrences in an
organization’s internal and external environment that bear on its success,
currently and in the future.  The aim of environmental scanning is to identify
relevant information, both trends and weak signals of change appearing on the
horizon, to broaden and deepen thinking about strategic options.  Effective
environmental scanning examines both quantitative and qualitative
changes.  The results are extremely useful in shaping goals and strategies.  

The Strategic Planning Team utilized STEEPLE and SWOC analyses as
environmental scanning tools.  The STEEPLE (social, technological, economic,
environmental, political, legal, ethical) analysis assessed external factors that
could impact the organization to determine areas of opportunity whereas the
SWOC (strengths, weakness, opportunities, challenges) analysis measured both
internal and external factors.  

The detailed results of the SWOC Analysis developed by the Strategic Planning
Team can be found in the following section.  These results were utilized
throughout the goals, objectives, and critical task development process and will
continue to be referenced throughout the life of the 2024-2029 Strategic Plan.

STEEPLE ANALYSIS
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SWOC ANALYSIS

Creativity
Training (many training
opportunities) 
Resiliency
Transparency
Members are committed to and
understand the mission
Members take pride in the work
they do
Improved communication 
Members have the tools/resources
they need
Evidence-based decision making
Premier provider 
Integration and collaboration
Commitment to cultivating
external relationships
Open and honest communication
Internal & external customer
service 

The organization fosters a culture
of support
Fire Chief has a global perspective
and values collaboration
The organization and its
members are adaptable
There is continued growth within
the District
Engaged in research and
continuous professional
development
Willingness and ability to change
Members feel empowered
Objective measures of
performance
Certifications, credentialing,
national recognition
Commitment to excellence
Succession planning

STRENGTHS

WEAKNESSES

Internal collaboration and
communication
Lack of professional development
in all levels for civilian and
suppression roles
Single points of failure
Support services consolidation
Involvement/Member
engagement 
Lack of redundancy in systems in
case of emergency
Interoperability between software
systems  
Lack of understanding in the
intent/purpose of the Vision

Growing pains
Resistance to change
Hard to navigate public website
Lack of data to make informed
decisions regarding the budget
Confusion re: workflow – “who do I
call for what?” 
Public fiscal awareness
Inventory and asset management
Change management 
Program evaluation 
Community risk reduction - More
medical education is needed in
the community
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SWOC ANALYSIS

CHALLENGES

OPPORTUNITIES
Q/A podcast between
field/managers
Video updates from all leaders 
Technology
Suppression to civilian roles
training (transition program)
Benefit education and costs to
members
New training opportunities
Education in middle schools and
high schools for early
“recruitment”
Creative hiring opportunities
(appeal to the demographic) 
Onboarding strategies 
Bond opportunities to keep up
with Response and growth of the
District
Growth forecasting for staffing
and budgeting
Document retention

NFPA/OSHA/PFAS compliance
Policies and procedures
Grant/IGA revenue
Collaboration with community
partners
Self-insured health benefits
(creativity)
Ongoing development
Program evaluation
Civilian manager credentialling
Opportunities for diverse revenue
streams
Internal customer service
Community support
Mergers and consolidations
Internships
Expand physician field knowledge
Data analytics and predictive
modeling
Operative IQ

Legislative/Unfunded mandates
Keeping up with growth
Inflation
Disconnect with field personnel
Mixed messaging between
originator and actual message
Workforce diversity
Changing rules and regulations
Cyber threats
Political cycle and outcomes
Vendor support
Lack of understanding of
procurement process

Recruitment and retention
Auto-Aid partner alignment
Tax rate
Balance of meeting needs of
organization while fulfilling
fiduciary responsibility
Unknown degree of community
support
Program evaluation
Community risk reduction
Diverse revenue streams
Healthcare
Pension costs 
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PLAN DEVELOPMENT
A team approach combined with community input is a key element in successful
strategic planning.  The internal Strategic Planning Team was made up of over 20
members to represent all aspects of the organization.  The team first met in
February of 2024 to review the Mission, Vision, and Values of the organization,
receive education regarding the strategic planning process, and conduct the
SWOC and STEEPLE analyses.  A second meeting was held in May 2024 to
develop goals and objectives for the 2024-2029 Strategic Plan.  In June 2024,
external stakeholders were invited to participate in a development session to
provide feedback on the direction of the 2024-2029 Strategic Plan.   A Governing
Board Study Session was held in June 2024 to present the results of the SWOC
and STEEPLE analyses and solicit Governing Board feedback.  This study session
was open to the public.  Strategic Plan Team members collaborated with division
managers to develop critical tasks for each objective. 

Goal development followed the following guiding principles: 
Align mission, vision, and values with the core services 
Strategic in nature 
Build on consensus from the team 
Align with accreditation requirements 
Account for external and internal stakeholder input 
Health/Safety aspects remain a priority 
Technology is considered and integrated as applicable 
Ensure all applicable regulation, codes and standards are maintained

GOAL
The component that addresses a strategic issue and significantly contributes to our
mission.  

OBJECTIVE
Clear statements that articulate specific actions needed to reach the associated goal. 

CRITICAL TASK
Specific, essential activities or actions that must be completed to achieve the objective.

DESIRED OUTCOME
A benchmark of ultimate performance from an internal perspective.  

GOAL LEAD
A member of the Strategic Planning Team assigned to manage the fulfillment of a goal
and associated objectives.  Goal Leads will assign objective leads to each objective.

DEFINITIONS
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GOAL 1 GOAL LEAD: Assistant Chief Scott Draper

Innovate to provide the highest quality services to meet
our mission.

OBJECTIVES

A.  Integrate and invest in community risk reduction programs,
recognizing our community’s crucial role in appropriate support and
engagement to prevent emergency response. (June 2029)

B.  Review, analyze, and define the scope of Emergency Medical
Services to meet present and future needs. (January 2028)

C.  Collaborate through automatic aid to enhance a region-wide
response system while reducing redundancies. (April 2025)

D.  Document and standardize the data analysis processes incorporated
into every division, assuring our commitment to thoroughness and
accuracy, emphasizing accreditation, ISO, and annual reporting
requirements. (January 2028)

E.  Evaluate emergency management functions to ensure
collaboration, partnerships, and critical redundancies are all accounted
for. (June 2029)
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GOAL 2 GOAL LEAD: Assistant Chief Scott Draper

Enhance and promote the organization's mental, physical,
and occupational health, wellness, and safety.

OBJECTIVES

A.  Identify and implement processes and procedures to demonstrate
compliance with OSHA 1910.156 - Emergency Services proposed rule.
(June 2029)

B.  Research, develop, support and promote programs, initiatives, and
opportunities for mental health support to all team members. (July
2027)
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GOAL 3 GOAL LEAD: Kim Sotomayor

Demonstrate responsible and transparent stewardship of
organizational resources.

OBJECTIVES

A. Achieve the Government Finance Officers Association Distinguished
Budget Presentation Award. (September 2025)

B. Identify, evaluate, and implement opportunities for revenue
diversification. (June 2025)

C. Identify, evaluate, and implement systems and processes to ensure
that inventories and assets are proactively maintained, managed, and
replaced in accordance with industry best practices. (July 2026)

D. Provide technology infrastructure that is reliable, interoperable,
secure, and relevant. (June 2026)

E. Identify, evaluate, and implement opportunities to streamline
efficiencies in all areas of the organization. (June 2029)
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GOAL 4 GOAL LEAD: Kim Sotomayor

Strengthen recruitment, development, and retention of an
engaged workforce reflective of the organization's
community and core values.

OBJECTIVES

A. Ensure our recruitment processes attract, engage, and retain
professionals who embody our values and contribute to our
organizational goals. (December 2026)

B. Enhance the professional development framework that fosters
continuous learning, growth, and skill enhancement for all employees
across the organization focusing on cultivating leadership capabilities,
technical expertise, and soft skills essential for success. (December
2026)

C. Sustain an environment where employees feel deeply engaged,
valued, and fulfilled, leading to high satisfaction levels and long-term
commitment to the organization. (June 2029)

D. Ensure the organization’s benefits package remains competitive
while also reflecting our workforce’s unique values and preferences.
(December 2025)
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GOAL 5 GOAL LEAD: Assistant Chief, Alex Sepulveda

Develop and execute strategies for overseeing the
organization's future growth by leveraging partnerships
and engagement with community collaborators and
stakeholders.

OBJECTIVES

A. Establish a Bond Committee to provide informed recommendations
to the District for future bond elections. (October 2025)

B. Evaluate the potential for mergers and consolidations at any point
where the community and agencies involved benefit. (June 2029)

C. Evaluate community growth from annexations and development to
forecast the need for additional stations and apparatus to maintain
exceptional service delivery throughout the District. (June 2029)
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The Strategic Plan is only useful as long as it achieves the desired results, and the
only way to know if those results have been achieved is through periodic
examination and performance measurement. 

During fiscal year 2023-2024, the District purchased ClearPlans, a software that
will be used to manage the 2024-2029 Strategic Plan and its associated goals,
objectives, and critical tasks. The software will allow the District to publish the
Strategic Plan externally which will enable community members to follow the
progress of the 2024-2029 Strategic Plan.

The Strategic Planning Team will meet quarterly to report on the progress of
objectives and critical tasks.  Relevance of objectives will be regularly evaluated at
these meetings and adjustments to the Plan will be made as necessary. Minutes
of these meetings will be made available to all NWFD employees. In addition,
a Strategic Plan progress presentation will be made annually at a regularly
scheduled Governing Board meeting to provide transparency to the Board, the
community, and NWFD employees regarding the progress of the Plan. The 2024-
2029 Strategic Plan will also be available for viewing on the NWFD website and
updated as necessary.

IMPLEMENTATION METHODOLOGY
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13535 N. MARANA MAIN STREET
MARANA, AZ  85653

(520) 887-1010

www.NWFDAZ.gov


