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Organizational Review Framework
Purpose Statement
The Board should begin by clearly communicating:
· The review is intended to strengthen the District 
· The process is not disciplinary 
· Feedback is confidential 
· The goal is organizational improvement and long-term sustainability 
That message is critical for getting honest participation.

Recommended Areas of Review
1. Leadership and Culture
Focus areas:
· Trust in leadership 
· Clarity of expectations 
· Accountability 
· Respect and professionalism 
· Morale and retention 
· Volunteer/career integration 
· Decision-making transparency 
· Succession planning 
Sample questions:
· Do District leaders communicate a clear vision and direction? 
· Are personnel treated fairly and consistently? 
· Is accountability applied consistently across the organization? 
· Do you feel comfortable raising concerns? 
· What aspects of District culture are strongest? 
· What cultural issues need improvement? 

2. Communication
Focus areas:
· Internal communication effectiveness 
· Information flow between Board, Chief officers, staff, and volunteers 
· Timeliness and clarity 
· Rumor control 
· Inter-station communication 
· Incident communication 
Sample questions:
· Do you receive information needed to perform your role? 
· Are operational changes communicated effectively? 
· Is communication between leadership and personnel effective? 
· Are meetings productive and informative? 
· What communication improvements would help the District most? 

3. District Response and Readiness
Focus areas:
· Staffing adequacy 
· Training quality 
· Equipment reliability 
· Wildland readiness 
· EMS readiness 
· Mutual aid coordination 
· Station readiness 
· SOP/SOG effectiveness 
· Safety culture 
Sample questions:
· Do you believe the District is operationally prepared to meet community needs? 
· Are training opportunities sufficient? 
· Are apparatus and equipment properly maintained? 
· Are staffing levels adequate for safe operations? 
· What operational risks concern you most? 

4. Budget Management
Focus areas:
· Financial transparency 
· Resource prioritization 
· Capital planning 
· Grant management 
· Long-term sustainability 
· Alignment of spending with strategic priorities 
Sample questions:
· Do personnel understand District financial priorities? 
· Are resources allocated effectively? 
· Are operational needs adequately funded? 
· What investments should be prioritized? 
· Where could the District improve efficiency? 

5. Community Outreach and Partnership Building
Focus areas:
· Public trust 
· Visibility in the community 
· Prevention education 
· Relationships with neighboring agencies 
· Relationships with Boulder County and regional partners 
· Wildland mitigation partnerships 
Sample questions:
· Is the District visible and engaged in the community? 
· Are partnerships with neighboring agencies effective? 
· What outreach efforts have been most successful? 
· Where should community engagement improve? 

6. Board Relations
Focus areas:
· Governance clarity 
· Board/Chief role distinction 
· Strategic vs operational oversight 
· Trust between Board and staff 
· Transparency 
· Policy guidance 
Sample questions:
· Does the Board provide clear strategic direction? 
· Are Board decisions communicated effectively? 
· Is there an appropriate balance between governance and operations? 
· How could Board relations improve? 

Recommended Process
Phase 1 — Planning
· Define goals and scope 
· Select facilitator/consultant if using one 
· Establish confidentiality protocols 
· Develop survey/interview questions 
· Create project timeline 
Phase 2 — Information Gathering
Methods:
· Anonymous online survey 
· One-on-one interviews 
· Focus groups 
· Board interviews 
· Leadership interviews 
· Document review: 
· SOPs/SOGs 
· budgets 
· training records 
· strategic plans 
· response statistics 
Phase 3 — Analysis
Identify:
· Organizational strengths 
· Operational risks 
· Cultural concerns 
· Governance gaps 
· Priority opportunities 
Phase 4 — Report and Recommendations
Deliverables should include:
· Executive summary 
· Key findings 
· Themes and trends 
· Recommendations 
· Prioritized action plan 
· Suggested timelines 

Important Best Practices
Use an Independent Facilitator
Personnel are often more candid with a neutral third party.
Potential options:
· Colorado Special Districts Association 
· Fire service consultants 
· Retired fire chiefs 
· Organizational development consultants 
Preserve Confidentiality
Avoid collecting identifiable information unless absolutely necessary.
Include Both Career and Volunteer Perspectives
In combination districts, perspectives often differ significantly.
Focus on Actionable Outcomes
The review should result in:
· measurable goals 
· timelines 
· accountability 
· follow-up progress reviews 

Suggested Deliverables to the Board
1. Organizational Assessment Report 
2. Strategic Risk Summary 
3. Cultural Assessment Summary 
4. Operational Readiness Assessment 
5. Governance Improvement Recommendations 
6. Multi-Year Improvement Roadmap 

A useful approach is to frame the review as part of a broader five-year strategic planning effort rather than as a “problem investigation.” That tends to improve participation and reduce defensiveness.

