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A. SUMMARY AND BACKGROUND 
 
The Virginia Fire Chiefs Association (VFCA) is currently seeking program 
management services for a statewide volunteer firefighter recruitment and retention 
program. 
 
The VFCA was recently awarded a two-year FEMA Staffing for Adequate Fire and 
Emergency Response (SAFER) grant related to fund various components of a 
statewide volunteer recruitment and retention program.  This project’s goal is to 
recruit, retain and create more awareness to the statewide need for volunteer 
firefighters in Virginia. The VFCA will implement this program over a two-year period 
based on the lessons learned and data from our previous SAFER grants. The VFCA 
has three-pronged plan/objectives to achieve these goals, which include the 
following: (1) Statewide marketing and awareness campaign; (2) recruitment and 
retention programs; and (3) delivery of training programs.  

To address recruitment, we will develop and deliver a modern PSA; fund and deliver 
basic firefighter entry level training; and conduct personalized departmental site 
visits with the goal of assisting departments with customized recruitment and 
retention plans. To address volunteer retention, the grant will fund basic firefighter 
and leadership classes, and recruitment/retention workshops; the VFCA will deliver 
its modular Virginia Fire Officer Academy for volunteers and provide scholarships to 
attend the Virginia Fire and Rescue Conference, and other national, state, and 
regional conferences. 
 
Additional detailed information regarding the grant deliverables can be found in 
Appendix A.  

  
 

B. PROPOSAL GUIDELINES 
 

This Request for Proposal represents the federal requirements for an open process.  
Proposals will be accepted until 5 PM ET on October 18, 2019. Any proposal 
received after this date will not be considered. All proposals must be signed by an 
official agent or representative of the company submitting the proposal. 
 
By submitting a bid to this RFP, contractors are acknowledging that they and their 
affiliates have no undisclosed conflicts of interest. 

 
If the organization submitting a proposal must outsource or contract any work to 
meet the requirements contained herein, this must be clearly stated in the proposal. 
Additionally, all costs included in proposals must be all-inclusive to include any 
outsourced or contracted work. Any proposals which call for outsourcing or 
contracting work must include a name and description of the organizations being 
contracted.   

 
All costs must be itemized to include an explanation of all fees and costs.   
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Contract terms and conditions will be negotiated upon selection of the winning 
bidder for this RFP.  All contractual terms and conditions will be subject to review by 
the VFCA and will include scope, budget, schedule, and other necessary items 
pertaining to the project. 

 
 
C. PROJECT PURPOSE AND DESCRIPTION 

 
Project Purpose 
The overall goal of the program is to improve volunteer recruitment and retention in 
the Commonwealth of Virginia. A program management firm is required to execute 
and manage all deliverables in the grant to ensure they get completed in a timely 
manner and with high quality. This includes all federal reporting requirements and 
following all mandated policies. 
 
Project Description 
Managing the day-to-day efforts of a statewide grant and ensuring total compliance 
with FEMA guidelines is of upmost importance for the program’s success. The 
program management firm will be required to carry out the tasks listed in section D 
“Project Scope and Requirements” below. 
 
 

D. PROJECT SCOPE AND REQUIREMENTS 
 
The organization selected must be able to carry out the following: 
 
Grant Management Responsibilities 

 Financial: Pay all invoices/expense reports related to the grant (with approval 
from the VFCA). Manage the grant budget and provide updates to the VFCA 
on a quarterly basis. Request money from FEMA based on all programmatic 
expenses. Ensure the transfer of money from FEMA. Submit quarterly 
financial status reports to the VFCA. Prepare and maintain all financial and 
accounting records; and all audits and close out reports related to the grant. 
All reports, records, and requests for reimbursement shall be reviewed and 
approved by the VFCA prior to submission and copies provided for the VFCA 
records.  

 Reporting: Submit quarterly status reports to FEMA on behalf of the VFCA. 
Submit financial reports and drawdown/disbursement requests as required by 
FEMA on behalf of the VFCA. Complete a comprehensive final report of all 
program activities and results on behalf of VFCA. 

 Contracts and Procurement: Write, manage, and execute any additional 
contracts and MOUs related to the grant (such as organizational partners, 
vendors, media contracts, leadership seminar contracts, etc.). Ensure all 
required procurement policies are followed when choosing contractors. 
Collaborate and seek VFCA approval on all contracts and MOUs.  
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 FEMA Agreement Articles: The successful firm will ensure compliance with 
all of the Agreement Articles as outlined in the grant award.  

 
 
Program Deliverables Execution 
 

 Marketing: Work with the VFCA and other marketing professionals to create 
a statewide and organizational volunteer recruitment campaign. This includes 
developing a campaign theme, designing and printing marketing materials, 
building a statewide campaign website, developing a recruitment PSA/video, 
and brokering deals with various media outlets to get recruitment messages 
out, issuing press releases, etc. 

 Technology: Ability to build and/or manage a statewide recruitment website, 
run webinars, manage internet radio and social media ads, assist in creating 
social media pages/accounts for departments.  

 Department Selection:  Create an application and selection process for 10 
departments to participate in the customized recruitment and/or retention 
program.  

 Department Support: Assist with the creation of a customized recruitment 
plan for each department, have follow-up calls, conduct site visits, process 
reimbursement requests 

 Meeting/Event Planning: Coordinate all logistics for the program kick-off 
meeting with the selected 10 departments and also for the leadership 
workshops/symposiums. This includes identifying leadership topics and 
speakers and then getting them under contract. 

 Online Course Development: Facilitate the creation of any online 
recruitment/retention course material through a user-friendly Learning 
Management System.  

 Evaluation:  Develop an online system to record recruitment/retention 
results. Create a way to collect interest forms from citizens looking to 
volunteer at fire departments throughout the state.  

 All records, files and works created as part of this project shall remain the 
property of VFCA. 

 
E. PROJECT TIMELINE 
 

Please provide a detailed work plan and timeline for executing all program 
deliverables based on the information above. Chronologically detail the steps that 
must be taken to achieve programmatic success. The grant performance period is 
November 27, 2019 to November 26, 2021.   
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F. BUDGET/FEES 
 

Proposals must include proposed costs to complete the tasks described in the 
project scope and requirement section.  

 
All costs and fees must be clearly described in your proposal. All personnel, 
traveling, and supplies needed to perform the work should be included in the final 
price.  

 

Please list the position title(s) of all personnel that will be assigned to work on 
administering this grant, and include the following information: 
 

 Provide hourly rate/costs for each position including benefits 

 Provide the amount of time each position will be allocated to work on this grant 
(For example: 1 FTE, 1 PTE, 50% or work week hours allocated, etc.) 

 
G. BIDDER QUALIFICATIONS/EXPERIENCE 
 

The following items should be included in the proposal: 
 Description of experience/results in developing statewide volunteer firefighter 

recruitment campaigns 
 Description of experience in managing federal grants including FEMA SAFER 

grants 
 A project work plan 
 Timeframe for completion of the project 
 Project management approach 
 Two or three references that can speak to past successful projects/work 

  
Please provide the following information with your response: 
  
1. Has your company managed SAFER grants in the past? If so, please provide a 
list of SAFER grants managed over the last five years including contact information. 
 
2. Is your company currently managing any SAFER Grants? If so, please provide a 
list of SAFER Grants that you are currently managing including contact information.  
 
3. Has your company managed any other federal grants in the past or currently? If 
so, please describe the nature of the grant and amount of dollars managed.  
 
4. Has your company ever been debarred or suspended from any DHS SAFER or 
AFG Grant or any other federal assistance program?  If yes, please provide details. 

 
5. Please provide details about your company including staff and their expertise in 
managing SAFER grants and why you feel you are the best fit for the VFCA to 
manage this grant.  
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6. If awarded the contract to manage the VFCA SAFER Grant please indicate the 
start date and requirements of the VFCA to help facilitate the VFCA SAFER Grant.  
 
 

H. PROPOSAL EVALUATION CRITERIA 
 

All proposals will be evaluated based on the following criteria.  To ensure 
consideration for this Request for Proposal, your proposal should be complete and 
include the following criteria: 

 Overall proposal suitability: proposed solution(s) must meet the scope and 
needs included herein and be presented in a clear and organized manner 

 Organizational experience: Bidders will be evaluated on their experience as it 
pertains to the scope of this project 

 Previous work and experience: Bidders will be evaluated on examples of their 
work pertaining to volunteer recruitment/retention outcomes.  

 Previous work and experience: Bidders will be evaluated on examples of their 
work pertaining to the evaluation of effective programs.  

 Value and cost: Bidders will be evaluated on the cost of their solution(s) 
based on the work to be performed in accordance with the scope of this 
project 

 Responses from references provided  
 Resources and Capabilities  

 
 

I. REQUEST FOR PROPOSAL TIMELINE 
 

All proposals in response to this RFP are due no later than October 18, 2019 at 5 
PM ET. 
 
If additional information or discussions are needed with any bidders, then the 
bidder(s) will be notified. 
 
The selection decision for the winning bidder will be made by approximately 
November 1, 2019. 

 
J. SUBMISSION INFORMATION  
 

Each bidder must submit their proposal to the address below by October 18, 2019 
at 5 PM ET. Proposals will be accepted via the email address as well. If mailing, 
please provide three hard copies of the proposal as well as a flash drive with a pdf of 
the proposal. If emailing, please make sure to send a pdf version of the proposal.  
 
VFCA 
Attn: R. Christian Eudailey 
10249 Kimlyn Trail 
Chesterfield, VA 23838 
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K. CONTACT INFORMATION  
 

For more information or questions related to this RFP, please contact the Virginia 
Fire Chiefs Association.  
 
R. Christian Eudailey 
Executive Director 
Phone: (888) 818-0983 
Cell: (540) 809-9397 
e-mail: ceudailey@vfca.us 

 
 
 
 
 
 

mailto:ceudailey@vfca.us
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Appendix A 

 
* Element #1 - Project Description (30%):  

 
1a. Describe the problems and issues the fire departments, who the organization 
will be reaching with this grant, are experiencing in recruiting new volunteer 
firefighters (e.g., why are they unable to recruit members on their own?). 

 
The fundamental and basic problem facing Virginia’s volunteer fire departments is the 
fact that the number of volunteer firefighters is decreasing, and the departments are 
losing more members than they can recruit and train into operational members. 
According to the 2017 Virginia Needs Assessment, 67% of departments reported that 
additional volunteer personnel are their #1 need.  Recruiting volunteers is difficult, 
especially when 49% of departments in Virginia do not have a recruitment program and 
59% have no formal retention program.  These facts are critical since 89% of the 786 
fire departments in Virginia are volunteer or mostly volunteer.  

Volunteer, combination and career fire departments in Virginia are served primarily by 
the Virginia Fire Chiefs Association (VFCA) and the Virginia State Firefighters 
Association (VSFA). Many departments in Virginia are unable to recruit new volunteers 
based on three major issues: (1) budget constraints (2) socioeconomic issues and (3) 
public awareness issues. Volunteer and combination fire departments continue to be 
asked to do more with less. Most departments don't have funding for public relations or 
recruiting campaigns. 
 
Under its last SAFER Grant, the VFCA successfully assisted VFD's with printed media 
for recruitment. The issues facing Virginia are the same social and economic realities as 
across the nation. In the last 3 decades, the number of volunteer firefighters in the US 
has shrunk by 12% while the number of calls for service has tripled. Virginia volunteer 
departments are facing the same challenges as the rest of the nation. People no longer 
have the time to volunteer as in the past; and two income households are more 
prominent. Most people cited time as the #1 reason they do not volunteer. Other 
reasons for the declining number of volunteers is an aging population; greater 
transience (people no longer working where they live); and an increase in the shifting 
priorities of newer generations. Departments statewide are seeing that current 
firefighters are aging and plan to retire soon. Today’s volunteers are serving 3-5 years, 
while past generations of volunteers typically served 10+ years. 
 
Despite these issues, the VFCA was able to recruit 2793 volunteer applicants during its 
previous three SAFER Grants. While many departments showed an increase in their 
average number of new volunteer firefighters, they are constantly struggling to battle an 
average of 15% to 20% turnover rate per year.  While much has been accomplished, 
more work still needs to be done. Virginia’s volunteer and combination departments 
need assistance.  
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Most volunteer and combination departments are unable to recruit and retain members 
because they lack the following items: funding; staffing (designated 
recruitment/retention coordinator); internal capacity/expertise; and a formal or informal 
recruitment/retention program.  
 
Another major issue facing Virginia’s fire service is public perception. A 2015 National 
Volunteer Fire Counsel (NVFC) showed that 80% of Americans are unaware that their 
local fire department needs more volunteers. This lack of public understanding of the 
nature of Virginia’s fire service indicates there is an enormous need for public education 
and outreach efforts. The VFCA, in conjunction with its partners, is uniquely positioned 
to assist volunteer/combination departments in developing media campaigns and 
providing recruitment/retention programs to address these issues.  
 
Based on lessons learned from previous SAFER grants, the VFCA proposes to 
implement this next phase. This phase will assist specific Virginia departments with 
certain deliverables, with a goal of having a statewide impact. To address recruitment, 
we propose to develop and deliver a modern PSA; fund and deliver basic firefighter 
entry level training; and conduct personalized departmental site visits with the goal of 
assisting departments with customized recruitment and retention plans.  
 

 
1b. What are the problems and issues the same fire departments are experiencing 
in retaining current members (e.g., why are current volunteer firefighters leaving 
their respective departments?).  

 
The near 700 volunteer/combination fire departments in Virginia face the same retention 
challenges as the nation—a 15-20% annual turnover rate among volunteers. In Virginia, 
59% of departments don’t have retention programs, which hinder retention efforts.  
 
The retention issues fall into three major categories: increased time demands, changes 
in role of America’s fire service, and leadership issues. The time demands on volunteers 
are extensive. Most citizens volunteer one hour a week, while the average volunteer 
firefighter volunteers 6X that amount, excluding training hours. Increased local, state 
and federal training standards require more time to train/recertify, especially to meet the 
all-hazards approach required by today’s fire service. Higher call volumes and the 
demand for all hazards response by the public means more volunteer hours are 
needed. Oftentimes, the time demands become more than a volunteer can manage, so 
they stop volunteering.  
 
Changes in the fire service include a decrease in the social aspects of volunteering, lack 
of diversity in the fire service, and a decrease in the volunteer’s personal value of 
volunteering. In addition, the increased scope of service ranging from fire, hazmat, 
EMS, WMD, wildfire, mass shootings response make it very hard to maintain training 
and proficiency levels.  
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A key element to retention is strong leadership and regular training. The VFCA 
conducted a statewide survey and “leadership” was identified as the area most in need 
of training. The lack of coordinated leadership, failure to manage change, and friction 
between volunteer and career members in combination departments all have a 
detrimental effect on morale, and lead to the departure of volunteers. In addition, the 
survey showed that lack of leadership and station/department politics were among the 
top five reasons people left a department.  
 
With this grant, the VFCA will assist departments with their retention challenges. The 
delivery of basic Firefighter 1 and 2 training is much needed and will prepare volunteers 
for high risk structure fire calls. The NFPA has identified that 49% of firefighters need 
this critical live fire training. Additionally, 41% of Virginia’s departments requested 
Firefighter 1 training as their #1 priority. We believe the training programs proposed in 
this grant will re-energize volunteers, increase morale, and help them recommit to the 
fire service. In addition, and more importantly, the leadership training and 
recruitment/retention workshops will provide leadership teams with strategies to recruit 
and retain, and to effectively lead and motivate their current volunteers.  
 
In addition to basic and leadership classes, and recruitment/retention workshops; the 
VFCA will deliver its modular Virginia Fire Officer Academy for volunteers and provide 
scholarships to attend the Virginia Fire and Rescue Conference, and other national, 
state, and regional conferences. We hope that these efforts will enhance volunteer 
retention.  
 

 
1c. Describe the organization's implementation plan, including the goals, 
objectives, methods, specific steps, and timelines to directly address the 
problems or issues identified.  

 
 
This project’s goal is to recruit, retain and create more awareness to the statewide need 
for volunteer firefighters in Virginia. The VFCA will implement this program over a two-
year period based on the lessons learned and data from our previous SAFER grants.  

The VFCA has three-pronged plan/objectives to achieve these goals, which include the 
following:  
(1) Statewide marketing and awareness campaign; (2) recruitment and retention 
programs; and (3) delivery of training programs 
 
The statewide marketing and awareness campaign will include website redesign and 
development; creation of digital and printed public service announcements which can be 
distributed via various media mechanisms; professionally developed TV, radio, and print 
media; and the updating of website hosting agreements.  The PSAs and other mediums 
will capture the multi-faceted world of volunteer firefighting to attract additional 
volunteers; and diversity will be a major focus. The PSA will be made in 30, 60 and 90 
second versions; will be available to departments for personalization; and will be shown 
throughout Virginia. 
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Recruitment and retention programs will include scholarships and several recruitment 
and retention workshops. In addition, we will provide specialized recruitment and 
retention program development for 10 departments. We found that departments aren’t 
sure where to start with improving volunteer recruitment/retention. With these 
specialized programs, departments will have an opportunity to apply for extra 
assistance in the form of a recruitment/retention site visit/consultation where subject 
matter experts will help them examine their needs, goals and challenges and assist in 
the formation of a formal recruitment/retention plan. We’ll then provide funding to 
develop marketing materials and assist with program launching.  
 
The VFCA will also partner with the IAFC to deliver 3 of the newly created Volunteer 
Administrative Series which contains a 16-hour recruitment and retention program and 
also offers a train-the trainer component.  Various leadership classes will also be 
delivered to enhance retention efforts.  
 
The VFCA will focus strongly on the delivery of training programs to assist departments 
with their retention efforts. With training being identified as the #3 overall needs in the 
VDFP Needs Assessment Survey, the VFCA will partner with the VDFP and localities to 
deliver basic training to newly recruited members. Classes include FF I and II, hazmat 
awareness and operations, BPO, DPO, EVOC, and others based on regional needs.  
These will be classes not currently funded under the department’s operating budget.   
 
In-person leadership workshops focused on improving recruitment/retention will be 
offered.  In addition, scholarships will be given to volunteer firefighters to attend 
conferences such as the annual VA Fire and Rescue Conference, Chief/Company 
Officers Summits, VA State Firefighters Conference, Southwest VA Firefighters 
Association Convention, as well as national and regional conferences.  
 

In another attempt to enhance retention, the VFCA will deliver its nationally recognized 
and award-winning 5-day, residential Virginia Fire Officers Academy (VFOA), which is 
open to career and volunteer personnel.  The VFOA residential delivery model made it 
hard for volunteers to attend due to work/family obligations so the VFCA introduced a 
modular VFOA program for volunteers by molding the residential curriculum into 4 
modules delivered on weekends. The VFOA modular program has been very well 
attended and had 153 graduates in 2017/2018. The VFCA proposes to deliver 2 full 
modular VFOA’s per year. To share this successful and award-winning program with 
other states, the VFCA is proposing to formalize the VFOA curriculum using an 
instructional designer/educational company which will ensure program delivery 
consistency and adherence to the latest adult learning principles. 
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1d. Describe the current marketing plan in place or the marketing program to be 
put in place with grant funds. 

 
The VFCA proposes a multifarious marketing plan that will entail: a modern PSA 
created to replace the one created about six years ago. This new PSA will be advertised 
on TV stations across the state to increase public awareness about the need for 
volunteers. This will be produced in three different versions: 30, 60 and 90 seconds to fit 
TV, social media and various websites. To have a statewide impact, all departments will 
be given the option to customize the PSA with department specific information. Ads will 
also be run via radio and internet using a specific campaign theme that resonates with 
the community. 

Departments usually do not have the budget to cover customized recruitment and 
retention plans. With this grant, ten departments will benefit from customized 
recruitment and retention plans to assist them in achieving their marketing, recruitment 
and retention goals.  

Information will be posted on the websites of the VFCA, VSFA, VDFP and the state 
offices of Emergency Management and Emergency Medical Services (OEMS) to help 
spread the word. In addition, Email notifications containing detailed information will also 
be sent to all members and the distribution list of the same associations and agencies. 
The VDFP and OEMS will send notifications to all fire and EMS stations in Virginia via 
their communication network. News releases will be developed and distributed via 
various mediums, including using the Virginia public information officers’ network. All 
board members of the VDFP and VSFA will be asked to inform and educate the 
membership of their respective regions. Formal informational letters/brochures will also 
be sent to the International Association of Women in Fire and Emergency Services (i-
Women) and the National Volunteer Fire Council. Evaluation and assessment of the 
plan will be ongoing, and information will be routinely gathered to measure the plan’s 
effectiveness and make changes if needed.  

Formal articles will be written and published in the Daily Dispatch; the Commonwealth 
Chief Magazine, a quarterly magazine distributed across Virginia’s fire service; and the 
IAFC’s On-Scene Newsletter. Short PSA announcements will be distributed to the 
media at the local and state level.  Press releases are also usually distributed locally 
and statewide by the state’s elected federal officials who will assist in the marketing of 
the grant. 
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1e. Describe how the program will be evaluated for its impact on the identified 
recruitment and retention problems and issues of the fire departments 
participating in this grant. Describe how the overall effectiveness of the grant will 
be measured.   

 
The impact this grant has on the issues of recruitment and retention of volunteer 
firefighters will be measured at key points throughout the period of performance, and 
the overall effectiveness will be assessed on an ongoing basis, quarterly, annually, and 
in the final closeout report to FEMA. The Program Manager will produce quarterly and 
annual reports measuring overall effectiveness along with the final FEMA closeout 
report which will be sent to the VFCA Executive Director and FEMA. Metrics in these 
reports will include progress reports on the media campaign; numbers of various types 
of advertising purchased and the assessed impact of the ads; the requests for printed 
media support from various departments around the state; and feedback on the 
perceived effectiveness of the program. The number of volunteer applications received 
and referred will also be reported.  
 
The program will continually conduct an evaluation of its effectiveness by tracking 
website and hotline visits, number of classes delivered, and the number of attendees 
and training hours received via this program.  All training classes will have evaluation 
forms/exit surveys to assess the impact of the classes for volunteers, and to steadily 
improve future classes delivered by incorporating attendee feedback.  Metrics included 
will be class satisfaction, and the effect such training has on the volunteer's commitment 
to and enthusiasm for their volunteer department. Assessments will also be used in the 
Recruitment and Retention Workshops; where we will attempt to gauge the value of 
lessons learned, and specifically what class components the attendees will most likely 
put into practice in their respective departments.   
 
We will seek feedback from departments throughout the state during the period of 
performance to identify and address their most pressing needs. Additionally, the Virginia 
Needs Assessment will measure department metrics statewide and will show volunteer 
membership trends, training needs, etc. We will follow up with the departments who 
received specialized recruitment/retention site visits to see how their implementation 
plans are performing, and we’ll track the number of new volunteer firefighters recruited, 
number of applications received, and number of members leaving.   
 
One important metric related to the impact and overall effectiveness of the program will 
be the number and geographic distribution of volunteer applications/contacts received. 
These items will be a direct indicator of the success of the media campaign.  Every 
effort will be made to assess the ongoing effectiveness of the proposed media 
campaign, and use the lessons learned from previous SAFER R/R grants to assure 
maximum benefit for every dollar spent. While past VFCA SAFER R/R grants were 
deemed successful, reducing the attrition rates in volunteer and combination 
departments is a constant and never-ending struggle. 
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1f. Describe the specific benefits the new volunteer firefighters and/or retention of 
current volunteer firefighters will provide for the fire departments participating in 
this application and their respective communities?  

 
The specific benefits of new and retained volunteer firefighters can be categorized two 
ways: fiscal benefits and community/firefighter safety. Since one volunteer firefighter 
represents a savings of $45,000 to $64,000 per year (depending on geographic 
location), this is a significant fiscal benefit to the department and community. Every 
volunteer retained in a department equates to a savings of approximately $25,000—the 
cost to train and bring them to a level of operational readiness—a significant benefit to 
the department and community. As one example, the VFCA’s first SAFER grant 
recruited 645 new volunteers; which represented a $29M to $41M value to 
communities.    
 
 
The safety of firefighters and community is directly related to the experience level of the 
response force. An experienced volunteer carries an inherent value in their experiences 
and skills that is not easy to quantify. This institutional knowledge and experience is 
priceless. When retention is improved and tenure is gained, an inherent benefit will be 
increased safety for the firefighters and community. By recruiting/retaining more 
volunteer firefighters, departments will more adequately staff existing apparatus and put 
additional apparatus in service thus enabling them to have a more effective response. 
 
Rural communities have three times the rate of fire deaths than those in urban areas. In 
Virginia, most rural areas are protected by volunteer fire departments. One of the best 
ways to reduce fire deaths and civilian injuries is to have more firefighters available to 
meet the NFPA 1710/1720 Standard of Response. With more personnel, there is less 
strain on the existing firefighters and they’ll be able to perform better with a larger team, 
and subsequently help reduce firefighter deaths and injuries. Volunteers gained through 
the program will improve the daily operations and capabilities of volunteer/combination 
fire departments and help them meet NFPA 1710/NFPA 1720 staffing standards.  
 

 
1g. Describe the organization's procurement practices and the timelines outlining 
the chronological steps to complete the activities requested in this application.   

 
The VFCA will use its current board approved procurement policy which aligns with the 
OMB Super Circular and provides a process of competitive bidding for the contracting of 
all goods and services. 
 
The first steps (4-6 weeks) will be the selection of a project management team and 
program manager to execute and manage the grant. During Quarter 1 (Q1) of Year 1, 
the program manager will review best practices in R/R, including prior SAFER R/R 
grants. Media/marketing materials will be researched and designed using R/R best 
practices. Outreach and marketing will begin across Virginia and the VFCA’s partners to 



   

15 | P a g e  
 

identify R/R, basic and leadership training needs. Specifications for the instructional 
design to formalize the VFOA curriculum will be researched. The first quarterly report 
will be submitted 
 
In Q2 of Year 1, a new marketing/media campaign will be produced, including TV, radio, 
internet advertising and print media. An extensive statewide communication plan will be 
rolled out to educate departments about the upcoming mass media campaign and the 
availability of print/digital materials for their specific R/R use. In addition, a schedule 
containing the R/R workshops, basic firefighter and leadership training; and the VFOA 
Modular programs will be developed and advertised. Limited training programs will be 
delivered during the latter part of this quarter. The identification of the 10 jurisdictions 
chosen for customized recruitment and retention site visits will occur towards the later 
part of this quarter. The Virginia Volunteer Workforce Solutions website and hotline will 
be updated and go live. The RFP for instructional design to formalize the VFOA 
curriculum will be advertised. Scholarships will be advertised and awarded. The second 
quarterly report will be submitted. 
 
During Q3 of Year 1, additional basic training, VFOA programs, leadership and R/R 
workshops will be delivered. The R/R mass media and marketing campaign will be 
launched, and print/digital materials will be distributed to departments. Customized R/R 
site visits will occur. The instructional design to formalize the VFOA curriculum will be 
awarded. The third quarterly report will be submitted. 
 
In Q4 of Year 1, additional basic training, VFOA programs, leadership and R/R 
workshops will be delivered. The R/R mass media and marketing campaign and the 
customized R/R site visits will continue. Scholarships will be advertised and awarded. 
The instructional design to formalize the VFOA curriculum will begin and continue until 
completion. The fourth quarterly report will be submitted.  
 
The remaining quarters of Year 2 will follow a cycle of additional basic training, VFOA 
programs, leadership and R/R workshops, scholarships, and customized R/R site 
visits/workshops until the grant’s end. Mass media marketing will continue. Customized 
R/R site visits will continue at a rate of two per quarter. Routine reports will be 
submitted, including the final FEMA report.  
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*Element #2 - Impact on Daily Operations (30%):  

 
2a. Describe how the fire departments participating in this application and their 
current volunteer firefighters and communities are at risk without the items or 
activities requested in this application.  

 
 
In Virginia, 89% of departments are volunteer or mostly volunteer and 67% of all 
departments stated they need more volunteers; while 33% showed a need for paid staff. 
The role of volunteers in Virginia’s communities and their impact on daily operations is 
immeasurable. Volunteer departments face a never-ending struggle to bolster and 
maintain their rosters in order to sustain staffing levels and safe response capabilities. If 
additional paid firefighters must be hired, this presents a significant fiscal risk to the 
community who may not be able to afford paid firefighters.  

Fire service leaders must find new ways to recruit, retain and lead the current 
generation of volunteers in order to maintain operational readiness. Without this grant 
program, departments will not be able to attract and retain adequate numbers of 
firefighters. Responding to calls without optimal staffing or an effective response force 
puts each department and individual firefighters at risk – it is simply not safe. More 
importantly, the service levels to the communities can also be negatively impacted and 
result in increased civilian injuries and fatalities. The risks of not having enough 
volunteers and the inability to retain current firefighting forces pose a significant risk to 
the community and respective volunteer departments. These risks range from the 
inability to get staffed response units out the door to respond to calls; to the inability to 
meet NFPA 1710/1720 response goals; to having no fire protection available. Without 
enough volunteers, some volunteer departments may be in danger of closing their 
operations due to lack of staffing.  

According to the VDFP Needs Assessment, there were 681,149 total calls in 2016. Of 
these, 241,940 or 35% were considered a direct threat to life or property. With a 
majority of Virginia’s area served by all or mostly volunteer departments; a significant 
portion of this response burden is shouldered mostly by volunteers. A steady decrease 
in volunteers means that a percentage of these calls will go unanswered or be 
answered with inadequately staffed or trained personnel; which poses a health and 
safety risk to responders and communities.  

A steady decline in volunteers, and inability to retain existing staff, means that current 
volunteers must increase their number of volunteer hours to meet the demands for 
service; which often leads to burnout due to increasing call volume and decreased 
responders. These conditions can lead to firefighter injury or death due to response 
fatigue resulting from lack of adequate staffing.  
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Under previous SAFER Grants, the VFCA made a positive impact on volunteer 
recruitment and retention; however, maintaining a fully staffed volunteer or mostly 
volunteer fire department is a never-ending struggle requiring ongoing R/R efforts. The 
VFCA is requesting this grant to continue this critical work in assisting volunteer and 
combination departments with their mission of saving lives and property in Virginia. 
 

 
2b. How will that risk be reduced if awarded?  

 
The risk to volunteer and mostly volunteer departments, their current volunteers, and 
the communities they serve would be reduced with this funding by providing new 
volunteers to the departments. This program will help bolster the number of volunteer 
firefighters into Virginia’s fire service. More volunteers equate to more responders; a 
more balanced workload; and a safer environment for responders and communities. 
Additional volunteers increase department morale, increases job satisfaction, helps to 
increase retention rates, and make the community more confident in those tasked to 
protect them. 
 
By providing professionally designed marketing materials to departments, along with a 
substantial multimedia and public awareness campaign, the need for volunteer 
firefighters will be raised. In Virginia, a large portion of the population is unaware that 
they are actually served by volunteer or mostly volunteer departments, and most people 
are unaware that these departments need additional volunteers. There is a large 
potential pool of untapped volunteers waiting to become firefighters; and a successful 
multimedia public awareness campaign can assist in recruiting them.  
 
The risks to existing volunteers would be decreased by the addition of extra staffing to 
respond to calls for service. This additional staff would share the burden of response, 
decreasing the risk of burnout and the time demands for existing volunteers, thereby 
helping retention efforts. A larger volunteer workforce contributes to increased service 
capabilities.  With additional personnel, it is possible for a department to respond to 
more calls, increase their number of available units, and potentially increase the number 
and types of services they can provide to the communities they protect. These 
additional volunteers, and subsequent positive outcomes, will help obtain safer 
communities and reduce the risks to firefighters, departments and citizens. Studies have 
shown that increased staffing and the rapid establishment of an effective response force 
minimizes injuries and risks to both citizens and firefighters. Increased staffing will 
reduce the number of unanswered calls, enhance the department’s ability to comply 
with NFPA 1710/1720 standards, and potentially prevent the closure of a fire station or 
department. Minimizing and reducing the risks to firefighters and citizens is a primary 
positive outcome of this program.  
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2c. Describe the impact that the recruitment of new volunteer firefighters and/or 
the retention of current volunteer firefighters will have on the NFPA compliance 
of the fire departments participating in this application.   

 
 
The NFPA Standard 1403, "Standard on Live Fire Training Evolutions" specifies that 
volunteers who have completed their department’s firefighter training are allowed to 
participate in live fire training, yet 49% have not done so. Under this grant, the VFCA 
would provide several live fire training evolutions as part of the proposed Firefighter 1 
and 2 deliveries which would result in approximately 100 additional volunteers that 
would be better trained and perform in a safe manner at future structure fires.   
 
NFPA Standard 1720, "Standard for the Organization and Deployment of Fire 
Suppression Operations, Emergency Medical Operations and Special Operations to the 
Public by Volunteer Fire Departments" provides for certain response times based on 
population density. Most volunteer and combination departments in Virginia serve 
suburban, rural or remote areas. The NFPA Standard specifies a response of 10 
firefighters on scene in 10 minutes of the alarm in 80% of calls for Suburban areas, and 
6 firefighters on scene within 14 minutes of alarm in 80% of responses in Rural areas. 
For Remote areas, where distance to the call is greater than 8 miles, 4 firefighters on 
scene 90% of the time meet the Standard. The volunteer departments serving these 
areas will be able to meet the Standard more easily and more often with the addition of 
more volunteers. Simply put, more available volunteers provide an increased staffing 
level to calls for service.  Other training delivered via this grant funding will be NFPA 
based where applicable.  
 
In Virginia, 63% of the land mass is rural and contains approximately 1.5 million people. 
This rural area is protected by volunteer fire departments that struggle to meet the 
NFPA response standards. It is our hope that this grant will enhance the department’s 
performance as it relates to NFPA response in rural areas.  

More volunteers create a balanced workload and safer environment for the emergency 
responders and the public. If this application is awarded, the increased staffing levels 
will allow for more optimal staffing in the departments in compliance with NFPA 1710 
and 1720. In addition, if we can increase retention rates, we can minimize the 
associated costs of retraining and equipping new firefighters in the department. 
Furthermore, if we increase retention rates, we subsequently increase the experience 
and leadership levels of the firefighters, which ultimately will lead to better departments.  
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*Element #3 - Financial Need (30%):  

 
3a. Provide an income versus expenses breakdown of the current annual budget 
as indicated in the Request Details section of the application.  

 
The VFCA operates entirely on a balanced budget fashion. The VFCA’s budget for the 
fiscal year 2019 is $ 639,727. Revenue is $ 639,727 and expenses are $ 639,727 for a 
balanced budget. The organization receives revenue from membership dues, 
advertising and conference/workshop registration fees. If any grant dollars are received, 
they are not included as a recurring revenue source. Most of the expenses are member 
services, legislative resources, basic operational expenses, and conference/training 
related expenses.  The VFCA has 0 full-time and 3 part-time positions averaging about 
40 hours a week combined. These positions include the Executive Director - 20 hours; 
Administrative Professional - 10 hours; Treasurer – 6 hours; and the Commonwealth 
Chief Magazine Editor - 4 hours per week.  
 
This is a remarkably small budget for an organization that represents 786 fire 
departments, 590 of which are volunteer or mostly volunteer. Membership in the VFCA 
is 926; and 370 of these are volunteer firefighters. 
 
In Virginia, most fire department revenues are from departmental fundraising, the 
general fund of its community, and state and federal grants when available. The general 
funds received are the result of local property tax revenues and are usually distributed 
to volunteer departments once other jurisdictional line items are funded. Fire 
department budgets across Virginia continue to be tight, and almost half of volunteer 
departments face budget shortfalls preventing them from performing R/R functions and 
delivering much needed training programs. Departments face the tough decision of 
putting gas in fire trucks, paying insurance, etc. versus funding training and performing 
recruitment and retention efforts. The inability to fund training and R/R efforts 
contributes to declining staffing numbers.  
 
The VFCA is seeking this grant funding to support departments in Virginia and provide 
assistance in these critical areas. The VFCA has a proven track record of using grant 
funds to maximize the return on investment.  
 

 
3b. Describe the organization's budget shortfalls and the inability to address the 
financial needs without federal assistance.  

 
 
The VFCA feels it is imperative to support statewide recruitment and retention efforts to 
increase the number of volunteer firefighters. The VFCA doesn’t have the funds or staff 
necessary to support a project of this magnitude without grant assistance.  With its 
limited funds, the VFCA does what it can to assist Virginia departments through events 
such as the VA Fire and Rescue Conference, and the Virginia Fire Officer Academy. 
However, the VFCA wants to have a larger and more direct impact when it comes to 
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assisting additional departments in Virginia.  The VFCA board of directors and 
leadership team will be involved throughout the project. Each of the seven VFCA 
divisions is represented on the VFCA board and will assist with outreach and 
determining the needs in their respective regions. In addition, the VFCA will work in 
concert with the VDFP, IAFC, VSFA and the respective localities to assure that federal 
and state funding is used in an effective and efficient manner to achieve the vision and 
goals of this program.   
 
Approximately 95% of the VFCA’s budget is fixed costs used for personnel, legislative 
services and training. The VFCA provides its services and legislative representation to 
all of Virginia’s fire service on their very limited budget. The VFCA has no funding to 
combat the ongoing nationwide problems of volunteer recruitment and retention. The 
VFCA has no funding to address the need to develop an effective communication plan 
and mass media/marketing campaign to educate the public about the growing concerns 
related to declining volunteer firefighter numbers, and to recruit additional volunteers.  
Retention and recruitment is vital to the fire service and to the protection of lives and 
property of Virginia’s citizens. It is no secret that fire departments need more volunteers 
yet have no budget or the internal capacity to develop an effective recruitment 
campaign. The VFCA has already ran successful recruitment and retention campaigns 
and delivered several training/leadership programs using past grant funds.  
 
The VFCA’s budget shortfalls and the inability to address the financial needs without 
federal assistance are simple. The VFCA has no funds to make this grant proposal a 
reality. Without these grant funds, the deliverables in this grant will not occur and 
Virginia’s volunteer fire service will continue to struggle to meet its mission of protecting 
lives and property.  
 

 
3c. Discuss how the critical functions of the organization are affected without this 
funding?  

 
The critical functions of the VFCA are to advocate for leadership of emergency 
response organizations by providing career development opportunities, information and 
ideal exchange, political action and personal/family protection. Objectively, the VFCA 
strives to be Virginia’s fire service leader in state and federal legislation, safety issues 
involving firefighters and the public, and provide the best in-service training programs. 
The VFCA cannot achieve these objectives based almost solely on membership fees. 
The VFCA must aggressively pursue other sources of revenue, including state and local 
grant funding, sponsorship and fundraisers to achieve its basic core functions and 
purpose.  
To perform additional functions, outside of its basic core functions, the VFCA seeks 
opportunities such as SAFER Grants. If the VFCA does not receive this grant, its critical 
functions will not be adversely affected; however, none of the deliverables in this grant 
proposal will be achieved due to lack of funding.  
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Understanding that the average volunteer turnover rate per year is 15-20%, Virginia 
departments, and other departments across the nation, are in a recruitment and 
retention crisis. To mitigate this crisis, new recruits must be found, and retention efforts 
must be more effective and widespread. To meet these goals, the VFCA proposes 
several initiatives in this grant and a three-pronged approach to increase volunteer 
recruitment and reduce volunteer retention rates.  
 
Volunteer recruitment and retention are paramount in keeping communities and citizens 
safe and properly protected. The most critical function is the ability for departments to 
respond to all emergencies in a timely manner. Without this funding, departments will 
have increased staffing shortfalls and a decrease in staffed units.  In addition, without 
this funding, many quality basic training and leadership programs, and recruitment and 
retention training programs will simply not occur.  The VFCA has recognized the need 
for these programs; however, it cannot meet these needs without this funding.  In a real 
and direct way, all of the programs requested in this grant will positively impact the 
recruitment and retention of volunteer firefighters in Virginia, which will ultimately 
enhance firefighter and civilian safety and improve current service levels. 
 

 
3d. What other actions has the organization taken to obtain funding elsewhere 
(e.g., state assistance programs, other grant programs)? How have similar 
projects been funded in the past?  

 
 
With its limited funds, the VFCA does a great job of helping departments by conducting 
conferences and other training events. However, with nearly 786 departments, 
additional funding is needed to impact the nationwide problem of R/R. The VFCA had 
tremendous success with previous SAFER R/R grants and we feel our past 
performance has proven the VFCA is effective and efficient with executing the 
deliverables of past grants. This is evidenced by bringing in thousands of volunteer 
applications and hundreds of new volunteers into Virginia’s fire service. The VFCA has 
previously funded similar initiatives with SAFER grants, and all have been successful. 
No other large funding sources are available to achieve these efforts.  
 
The first SAFER period of performance ran from December 2010 to December 2012 
and was designed to study traditional recruiting methods versus Geographic Information 
systems (GIS) based methods.  In partnership with Environmental Systems Research 
Institute’s (Esri) and George Mason University (GMU); GIS-based community-level 
profiles analyzed existing firefighters and identified the type of people more likely 
volunteer. In addition, the analysis identified the best ways to communicate with future 
candidates. Twenty departments participated in the Phase 1 grant. During Phase 1, 
several leadership workshops were delivered and positively received. 
 
The second SAFER period of performance ran from October 2012 to December 2015 
and achieved the following: leadership support via the development and/or delivery of 
training and tools focused on the needs of departments;  recruitment and retention 
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support, including development of unique recruitment strategies based on the 
communities’ characteristics; department review to identify issues and challenges 
influencing the R/R of volunteers; strategic planning to increase department’s visibility, 
viability and community support; customized printed recruitment materials and 
multimedia support; and GIS Tapestry Reports to enhance the marketing/RR strategies 
of departments.  
 
The last SAFER period of performance ran from November 2015 to May 2018 and 
achieved the following: development and delivery of statewide radio advertising 
campaign; funding and delivery of modular VFOA; funding leadership and R/R 
workshops; assisting with basic firefighter training courses; reimbursement for NFPA 
1582 Physicals; and providing scholarships.  
 
Hundreds of departments were positively impacted by these grants. Recruitment efforts 
yielded approximately 2,800 volunteer applicants. While the efforts were successful, the 
attrition rate remains 
15-20% which quickly negates previous success. Much has been accomplished in 
Virginia; but there’s more to be done. Prior grants began this work in 2010, and we hope 
to continue to foster a strong and viable volunteer fire service in Virginia. With the help 
of this grant, Virginia can make progress; without it, it will continue to decline.  
 

 
 
* Element #4 - Cost Benefit (10%): Describe the benefits (e.g., quantifying the 
anticipated savings and/or efficiencies) the fire departments participating in this 
application and their communities will realize if awarded the items or activities 
requested in this application.  

 
The recruitment of new volunteers is difficult and expensive. Replacing current 
volunteers is more expensive when the loss of their knowledge, skills and experience is 
accounted for. Finding new volunteers means targeting the correct group with the 
correct message. Most volunteers in Virginia don’t have this expertise. With this grant, 
departments can turn to the VFCA for assistance. Creating a statewide program 
benefits all departments and is more cost effective than running separate and 
department-specific recruitment campaigns and training classes. Having a unified R/R 
message across Virginia will be more effective and efficient.  
 
By investing $121,500 in a statewide marketing and advertising campaign; website and 
hotline; we hope to recruit hundreds of new volunteers. By delivering the IAFC’s 
recruitment and retention program; the VFCA hopes to maximize these Train-The-
Trainer workshops by training volunteers to deliver the program in their area. The 
benefits of this $121,500 investment are huge when simple math shows that recruiting 
just 200 volunteers at an average of $54K each; is a net savings of $10.8M for 
communities.  This benefit can go up or down, depending on the actual number of 
firefighters recruited. In addition, if we reduce retention rates and subsequently retain 
more firefighters, this will be a significant cost benefit to communities. This grant 
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component represents a minimum savings of $11M which is a significant cost benefit 
ratio.  
 
The VFCA will use funds to deliver several basic firefighter classes, leadership training, 
conference workshops/scholarships and the VFOA. These classes are not always 
affordable to departments but will be very beneficial. Under this grant, approximately 
204 firefighters will receive basic training; 240 will receive leadership training; 25 will 
attend conferences; and 120 will attend the modular VFOA—all for free. This training 
will cost $298,000, but the knowledge, skills and experience gained will make these 
firefighters safer when protecting lives and property. Once completed, the $298,000 will 
deliver 21,825 training hours. This grant component represents a savings over 
$298,000 for communities.  
 
Lastly, the $90,000 used to formalize the VFOA curriculum will have a nationwide 
impact. The VFOA program is very successful. The modular format better aligns with 
the volunteer’s work schedule and is highly transportable nationwide. These funds will 
formalize the curriculum for easy replication and consistency, while using modern adult 
learning principles. 
 
An additional value, although difficult to quantify, is the value gained from the many 
networking opportunities presented during the training sessions. Working with our 
partners and local departments, we plan to deliver a diversified, cost-effective approach 
to meet Virginia’s recruitment and retention needs. Based on the information provided; 
the benefits clearly outweigh the costs. 

 
 
 
 
 

 
 


