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Mission
To protect lives and property through prevention, education, and response

Vision
To be high-performing, progressive, and visionary in the provision of emergency 

services within our communities
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Corporate Mission
At your service - providing outstanding support, friendly assistance and effectively 

delivered services to our residents and businesses throughout Niagara-on-the-Lake. 

Our Vision
Working together to maintain our heritage, agriculture and distinct beauty while 

creating vibrant sustainable communities for all. 
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requirementsfor volunteerfirefighters,seasonaldensityand
demandissuesrelatedto tourism,recruitmentand retentionof
volunteerfirefighters,and ensuringthat surge capacityand
capabilityexiststorespondtomajorevents.

Niagara-on-the-LakeFire& EmergencyServicesis committedto
continuousimprovement,optimizingthe currentservicedelivery
model,serviceexcellence,andfocusedresourcemanagement. The
followingdocumentlaysoutspecific,measurablegoals,alongwith
initiativesandstrategicactionsthataretiedtodefinedtimelines.

FireChiefNickRuller

Message from the Fire Chief

Since1816, Niagara-on-the-LakeFire& EmergencyServiceshas
beenprotectingthe residents,visitors,and businessownersof
Niagara-on-the-Lake. Niagara-on-the-Lake Fire & Emergency
Servicesis consistentlyworkingto both achieveand maintain
continuousimprovementin all areas. Recently,Niagara-on-the-
Lake Fire & EmergencyServiceshas committedto pursue
accreditationthrough the Commissionon Fire Accreditation
Internationalas we continueour journeyto becominga high-
performing,progressive,and visionaryproviderof emergency
serviceswithinourdistinctcommunities.

Thefollowingstrategicplanhasbeencomposedinaccordancewith
theguidelinessetoutby theCentrefor PublicSafetyExcellence
whichtheCommissionofFireAccreditationInternationalisanentity
of.

As thefastestgrowingmunicipalityin theNiagaraRegion,weare
facedwith numerouschallengeswhenprovidinga resilientand
sustainablesystemthatwillbetherewhenthecommunityneedsus
themost. Someofthesechallengesincludeincreasedtraining
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Executive Summary

Niagara-on-the-LakeFire& EmergencyServicesis committedto
providingexceptionalservice to our residents,visitors,and
businesses. This will be achieved through the continued
developmentofa continuousimprovementmodel,ensuringthatwe
are community-focused,data-driven,outcome-focused,strategic-
minded,wellorganized,properlyequipped,andproperlystaffedand
trained.

Throughthe2021-2025StrategicPlan,we havea renewedfocus
on becomingleadersin the provisionof fire servicesthroughan
optimizationof the volunteerservicedeliverymodel. Through
comprehensiveanalysisof current operations,and focused
alignmentwith industrystandards,strategicgoals have been
establishedthatalignwithournewlyadoptedmissionandvision.

The 3 strategicgoals,8 associatedinitiatives,and 32 strategic
actionswillallowNiagara-on-the-LakeFire& EmergencyServices
tocontinuetoprovideexceptionalserviceintothefuture.

2021-2025 STRATEGIC PLAN

32
STRATEGIC 
ACTIONS

8
INITIATIVES

3
STRATEGIC 

GOALS
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Stakeholder Input

It is Niagara-on-the-Lake Fire & EmergencyServicesôpositionthat our
organizationmustidentifycriticalissuesandservicegaps,gatheraccurate
dataandintelligence,andunderstandtheexpectationsandconcernsof both
internalandexternalstakeholdersinorderforourorganizationtogrow.

Aspartof therecentmasterplanningprocess,externalandinternalsurveys
identifiedmanycommonthemes.

Overall,the internalandexternalsurveyswererelativelypositiveaboutthe
servicesbeingofferedby Niagara-on-the-LakeFire& EmergencyServices.
Theprimarythemepresented(bothinternallyandexternally)wasensuringthat
the FireDepartmentcontinuesto expandas the communitygrowsso that
Niagara-on-the-LakeFire & EmergencyServicescan continueto provide
qualityservicetothecommunity.
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External Survey Results

For a small community, the FD is well equipped

Very professional, reliable, and competent

Engaged with the community

Excellent service provision for a volunteer department

Firefighters are very community focused and committed to 
serve

The top three services noted by external respondents are:

Fire Fighting

Medical assist and response

Auto extrication

Responses addressing what the department might look like in 10 
years included:

Fire station placement to improve response time 

Full time firefighters

Increased level of public education on fire safety and 
prevention

Ensure the seniors demographic is educated on fire 
safety

Green flashing light campaigns to educate the public on 
what they are for and who uses them

Engagement with the public, both in person and through 
social media outlets

Council maintain funding for training and equipment

Increased diversity during recruitments

Public warning systems, such as tornado sirens

Decrease the number of fire stations, while increasing the 
number of fire fighters assigned to each station
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Internal Survey Results

Many of the personnel are proud of the service that they offer to 

the community and appreciate the effort put forth by the 

members and believe that the community feels that they are 

served by a professional and dedicated group of firefighters.

Overall, the firefighters feel they have adequate facilities to work 

out of, along with a good variety of equipment to do their jobs. 

There were concerns expressed with equipment failures such 

as the SCBA and poor radio communications.

Training was a common issue within the responses as many 

would like more opportunities to receive training, and a wider 

variety such as officer training, professional (non-fire related), 

and succession planning opportunities. 

Compensation for the firefighters should be reviewed and at a 

consistent level, compared to other fire departments in the area.

There needs to be enhanced education to the residents that the 

department is staffed by ñvolunteersò and what the green lights 

stand for in their vehicles. 

The Department is heading in a positive direction under the new 

administration.

Some firefighters would like to see a performance review of the 

firefighters, not just credit for attendance.

The firefighters would like to be more involved with public 

education and believe the Department should have a dedicated 

Public Fire Life Safety Educator (PFLSE).

The top three major challenges for the Fire Department are the 

anticipated growth that is occurring in Niagara-on-the-Lake; 

volunteer firefighter recruitment and retention; and the 

assurance of properly, trained and equipped staff in meeting 

response challenges.
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Internal Survey Results

The top three services that they feel are priority to the community 

are:

Firefighting 

Auto extrication

Medical responses

Responses addressing what the department might look like in 10 

years included:

A high performing, progressive and visionary 

department, leading in service provision while 

maintaining the volunteer firefighter model.

The amalgamation of stations 2 & 4

A new fire administration centre

The Department operating as one organization (not as 

individual stations)
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SWOT Analysis

Theidentificationof Niagara-on-the-LakeFire& EmergencyServicesôcriticalissues
andservicegapsisacriticalelementofthisstrategicplan.

Asa community-drivenorganization,Niagara-on-the-LakeFire& EmergencyServices
maintainsa focuson meetingand exceedingthe needsand expectationsof our
stakeholders.

This Strengths,Weaknesses,Opportunities,and Threats(SWOT)analysiswas
undertakento candidlyidentifybothpositiveandless-than-desirableattributesof the
organization. TheNiagara-on-the-LakeFire& EmergencyServicesparticipatedin this
activityto recordstrengthsandweaknesses,aswellasthepossibleopportunitiesand
potentialthreats,intheinterestofcontinuousimprovement.
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Strengths
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Progressive

Community support

High level of 
commitment from 
members

Knowledge and 
experience base

Well trained

High performing

Well equipped

Inclusive environment

Highly motivated 
members

Use of technology

Safety conscious

Collaboration with 
area agencies

Increasingly diverse

Staff and volunteer 
dedication

Community 
involvement

High value for 
tradition

Data-supported 
decision-making

Commitment to 
continuous 
improvement



Weaknesses

Procedural inconsistency

Rural water supply capacity

Inter-agency fireground 
communication

Volunteer firefighter compensation 

Recognition and retention

Lack of Reserve apparatus and 
equipment

Internal communication

Leadership development of station 
officers

Lack of spare PPE

Unpredictable staffing

Lack of automatic backup power at 
facilities

Insufficient fleet and facility funding 
reserves
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Opportunities
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Expanded cost recovery

Expanded Community Risk 
Reduction programs

Regional resource sharing

Expanded personal and 
professional development 
opportunities

Improved media utilization

Improve fleet condition and 
capacity

Focused recruitment

Increase resiliency

Improve retention

Continue modernization initiatives

Increased use of data and 
analytics

Better communication of level of 
service



Threats

Managing growth

Cost of living

Managing stakeholder 
expectations

Succession planning

Inflation of fleet and equipment 
costs

Staff retention

Increased costs associated with 
health & safety

Aging population

Increased regulatory 
compliance

Increased traffic congestion

Increased densityRecruitment 
and retention of volunteers

Development and building 
construction practices
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Major Goals and Objectives
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A.1

A.2

A.3

REDUCE RESPONSE TIMES

IMPROVE HEALTH AND 

WELLNESS

ENHANCE RETENTION

B.1

B.2

ACHIEVE ACCREDITATION

ADVANCE COMMUNITY RISK 

REDUCTION

C.1

C.2

C.3

IMPROVE FLEET PERFORMANCE

INCREASE EMERGENCY 

PREPAREDNESS

MODERNIZE FACILITIES



OPTIMIZE VOLUNTEER SERVICE DELIVERY MODEL
A.1 - Reduce Response Times
A.2 - Improve Health and Wellness
A.3 - Enhance Retention
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Initiatives and Strategic Actions Overview
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GOALS INITIATIVES STRATEGIC ACTIONS TIMELINE 
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A.1 

 

 

 

 

 

A.2 

 

 

 

 

A.3 

 

REDUCE RESPONSE 

TIMES 

Increase volunteer firefighter complement Q2 2023 

Relocate staff to Fire Station 1 Q3 2022 

Implementation of a Duty Crew  Q3 2022 

Establish assembly time targets Q4 2021 

Establish & report response time targets Q1 2022 

IMPROVE HEALTH & 

WELLNESS 

Develop and implement Health & Wellness Program Q3 2021 

Develop and implement a Cancer Prevention Program Q3 2021 

Invest in additional mental health supports Q1 2023 

Continued investment in quality PPE Q1 2021 

 

ENHANCE RETENTION 

 

Develop and fund a Volunteer Firefighter Recognition Program Q4 2021 

Re-examine the Volunteer Firefighter Compensation Policy Q3 2021 

Expand professional development and personnel development 

opportunities 
Q1 2022 

Develop a volunteer firefighter incentive program Q3 2022 
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STRATEGIC INITIATIVE -A.1
REDUCE RESPONSE TIMES

Description Actions

Improve public safety by reducing response times, 

specifically focussing on assembly times.

Prioritizing the filling of existing volunteer firefighter 

vacancies, as well as undertaking a review of the 

allocation of active volunteer firefighters across the 5 fire 

stations.

Through the analysis and organization of available data, 

targets will be developed that will allow for data-driven 

and evidence based decisions on resource allocation as 

well as performance management.

While continually monitoring and revisiting assembly and 

response time data, explore service delivery 

improvements during peak demand through the 

relocation of the administrative staff and the trialing of 

duty and/or standby crews.  

Q4 2021 ²Establish assembly time targets based off of 

National Fire Protection Association standards and an 

analysis of historical data specific to the Department

Q1 2022 ²Establish a Council approved response time 

target

Q3 2022 ²Relocate administrative staff to Fire Station 1 

to reduce response times in Old Town during work 

week.

Q3 2022 ²Implement a Duty Crew or Standby Crew 

model during peak demand or increased risk periods

Q2 2023 ²Increase the approved volunteer firefighter 

compliment in higher demand stations after filling all 

existing vacancies 
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STRATEGIC INITIATIVE -A.2
IMPROVE HEALTH & WELLNESS

Description Actions

Niagara-on-the-Lake Fire & Emergency Services 

recognizes that a positive, inclusive, and healthy work 

environment will allow our volunteers to thrive and 

succeed in their roles.

With consideration given to the rise in workplace cancers, 

physical and psychological trauma, and the importance of 

mental health and resiliency, continuous improvement in 

volunteer firefighter health and wellness must be 

prioritized.

The continued investment in high quality, customized, and 

innovative firefighting and personal protective equipment 

has the potential to raise the profile of our organization, in 

turn assisting in recruitment and retention.

Q1 2021 ²Continue to invest in high quality personal 

protective equipment

Q3 2021 ²Develop and implement a Health & Wellness 

Program

Q3 2021 ²Develop and implement a Cancer Prevention 

Program

Q1 2023 ²Invest in additional mental health supports
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STRATEGIC INITIATIVE -A.3
ENHANCE RETENTION

Description Actions

The retention of Niagara-on-the-Lake Fire & Emergency 

Services® volunteer firefighters is critical to the success of 

the organization. The current culture and work 

environment is exceptionally positive resulting in very high 

levels of engagement.

It is evident that our volunteer staffing model has been 

effective for many decades, however it is essential that 

Niagara-on-the-Lake Fire & Emergency Services take a 

proactive and innovative approach to the optimization of 

this service delivery model.

Existing challenges include the availability of time for 

volunteering, the increased demand for services during 

the peak tourism season, ensuring that volunteers are 

compensated reasonably for the work performed, and 

ensuring that the community has a positive, supportive 

and appreciative view of the volunteer firefighters.

Q3 2021 ²Re-examine the Volunteer Firefighter 

Compensation Policy

Q4 2021 ²Develop and fund a Volunteer Firefighter 

Recruitment & Retention Program

Q1 2022 ²Expand both professional and personal 

development opportunities for volunteer firefighters

Q3 2022 ²Develop a volunteer firefighter incentive 

program



SERVICE EXCELLENCE & CONTINUOUS IMPROVEMENT
B.1 ïAchieve Accreditation
B.2 ïAdvance Community Risk Reduction
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Initiatives and Strategic Actions Overview
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GOALS INITIATIVES STRATEGIC ACTIONS TIMELINE 
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B.2 

ACHIEVE ACCREDITATION 

Completion of Strategic Plan Q1 2021 

Complete Community Risk Assessment Q3 2021 

Completion of a Standards of Cover Q1 2022 

Complete a Self Assessment Q3 2022 

Develop a performance management framework Q3 2022 

ADVANCE COMMUNITY RISK 

REDUCTION 

Expand fire safety programs Q1 2022 

Increase education and inspection capacity Q3 2021 

Expand community outreach programs Q2 2022 

Explore opportunities for targeted community risk 

reduction 
Q4 2022 
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STRATEGIC INITIATIVE - B.1
ACHIEVE ACCREDITATION

Description Actions

Niagara-on-the-Lake Fire & Emergency Services is 

striving to achieve accreditation through the Centre for 

Public Safety Excellence by the end of 2022. Currently, 

there are 284 accredited agencies across North America. 

Niagara-on-the-Lake residents would join the 17% of 

Canadians protected by an accredited agency. 

Furthermore, the Department would become Canada®s 

first completely volunteer accredited agency, joining only 

2 others in North America.

This quality improvement model, based on risk analysis 

and self-assessment, will promote the establishment of 

comprehensive performance targets for Niagara-on-the-

Lake Fire & Emergency Services.

Q1 2021 ²Completion of a community-driven strategic 

plan to set a clear focus moving forward

Q3 2021 ²Completion of a Community Risk 

Assessment that identifies threats, hazards, and 

consequences

Q1 2022 ²Develop a Standard of Cover report that 

outlines resource requirements and sets targets

Q3 2022 ²Complete a Self-Assessment that aims to 

provide an internal and external review of the services 

provided to our community

Q3 2022 ²Develop a detailed performance 

management and measurement framework
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STRATEGIC INITIATIVE - B.2
ADVANCE COMMUNITY RISK REDUCITON

Description Actions

Greater community involvement and education in fire 

safety and prevention is imperative. Niagara-on-the-Lake 

Fire & Emergency Services has already been exploring 

various opportunities to advance the efforts of the 

Community Risk Reduction Division.

Specifically, the development a volunteer based Public 

Education Team that will enhance existing staff capacity 

has been prioritized.

Addressing the community needs and identifying where 

the verifiable risks lie, aims to have a measurable impact 

in lowering fire loss and injuries.

Q3 2021 ²Increase inspection and education capacity

Q1 2022 ²Expand fire safety programming

Q2 2022 ²Expand community outreach opportunities

Q4 2022 ²Explore opportunities for more targeted 

community risk reduction through the completed 

Community Risk Assessment



FOCUSED RESOURCE MANAGEMENT
C.1 ïImprove Fleet Maintenance
C.2 ïIncrease Emergency Preparedness
C.3 ïModernize Facilities
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