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DISTRICT VISION & MISSION
MISSION
To protect life, property, and the environment though service, innovation, and education.
VISION
The Central Fire Protection District recognizes its employees as its most valuable asset. The District is
committed to hire, retain, train, and professionally develop its personnel with a focus on their overall
health and well-being.
The District is committed to taking a strategic, innovative, and efcient approach to all operational
services while minimizing impact to the environment. The District will seek to provide the best possible
tools and equipment necessary to provide service while being scally responsible and transparent.
VALUES
Trust
Responsibility

DISTRICT OVERVIEW
In 1987, Central Fire
Protection District
was created from the
consolidation of the
Capitola, Live Oak and
Soquel Fire Districts.

Administration Ofce
930 17th Avenue,
Santa Cruz, CA 95062

The District protects
28 square miles with a
resident population in
excess of 55,000 and
seasonal inux during
the summer. The District
responds to over 6,000
requests for service
annually.

Community Risk Reduction Ofce
6934 Soquel Drive
Aptos, CA 95003

Station 1 - Live Oak
930 17th Avenue,
Santa Cruz, CA 95062

The District operates
four re stations, an
Administrative Ofce,
Community Risk
Reduction Division, and
Fleet Services Facility.
Program areas including
Community Risk
Reduction, Community
Education, Emergency
Medical Services,
Water Rescue, Fire
Investigation, Hazardous
Materials, Urban Search
and Rescue, and
Training.

Professionalism
Integrity

Station 2 – Santa Cruz
3445 Thurber Lane
Santa Cruz, CA 95065

Station 3 – Soquel
4747 Soquel Drive
Soquel, CA 95073

Station 4 – Capitola
405 Capitola Avenue
Capitola, CA 95010

The District has a
publicly elected Board
of Directors with ve
members who are
elected to four year,
staggered terms.
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Logistics/Fleet Services
410 Kennedy Drive
Capitola, CA 95010
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ORGANIZATIONAL CHART & PERSONNEL SUMMARY

FIRE CHIEF
DEPUTY FIRE CHIEF
DIVISION CHIEF
HR DIRECTOR
FINANCE DIRECTOR
FIRE MARSHAL
DEPUTY FIRE MARSHAL
BATTALION CHIEFS
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CAPTAINS
23
FF/PARAMEDICS
31
FIREFIGHTERS
20
ADMINISTRATIVE ASST.
*4.5
ACCOUNTING SPECIALIST
1
PERSONNEL/PAY. SPECIALIST 1
SENIOR FIRE APP. TECHNICIAN 1
FIRE APP. TECHNICIAN
2
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LOGISTICS TECHNICIAN
CRR COORDINATOR
FIRE INSPECTOR
(*.5 Funded Through EMSIA)

1
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MULTI-SERVICE DISTRICT

SERVICE AREA

Central Fire Protection District is a multi-service/all-hazards district with services and programs
tailored meet the unique needs of the communities we serve. As part of this all-hazards approach,
the District provides:
• Fire Suppression
• Wildland-Urban Interface Fireghting
• Emergency Medical Services (EMT and Paramedic personnel)
• Community Risk Reduction
• Public Education
• Marine Safety
• Fire Investigation
• Hazardous Materials
• Urban Search & Rescue

POPULATION & DEMOGRAPHICS
Central Fire Protection District serves Capitola, Live Oak, and Soquel, as well as a portion of the
unincorporated areas of Santa Cruz County. The service area covers approximately 28 square
miles and has a population base of approximately 55,000, with additional seasonal inux during the
summer.
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BUDGET MESSAGE

BUDGET MESSAGE (CONT.)

September 15, 2020
Chair Franchi and Members of the Board:
We are pleased to present for your consideration the Fiscal Year 2020-21 Final Budget. The District’s
primary objective is to provide the highest possible level of service to our communities while
demonstrating scal responsibility and providing adequate reserves. The District’s goal is to present
and maintain a balanced budget while addressing changes to our operational needs.
The emphasis for the FY 2020-21 budget is completion of initiatives set forth during the year as
outlined in the budgetary highlights section. Although conservative, this year’s budget represents
a realistic nancial plan, ensuring the District will continue to deliver exceptional, yet cost-effective
re protection, emergency medical services and community risk reduction practices throughout our
communities.

While pension, healthcare, and workers compensation costs continue to rise over time, the District is
committed to good nancial stewardship through efcient operational and budgetary management
processes, including cutting costs whenever feasible.
PRIOR YEAR ACCOMPLISHMENTS
In FY 2019-20, the District accomplished several signicant initiatives to continue to strengthen
operations and the levels of service provided to the community:
•

Implementation of shared services with Aptos/La Selva Fire District by providing personnel services
encompassing Management/Administrative, Operations, and Community Risk Reduction services
through a shared service agreement which commenced October 2018. The shared services
agreement encompasses a wide variety of positions conducting the same level of service and
responsibility at each agency while improving organizational efciencies.

•

Restructured its Program Management approach which is used to budget costs for service and
supplies, and to align its structure with Aptos/La Selva Fire. The goal is to merge similar programs
under several divisions to eliminate two different processes and improve workows.

•

Continue to address unfunded liabilities by investing in nancial programs and reports to strategize
to address liabilities. Continue to prefund the District’s Other Post-Employment Benets (OPEB) Trust
by contributing 95% of the Actuarially Determined Contribution (ADC) which includes normal cost
& unfunded liability portion.

•

Capital improvement to the District’s facilities, such as replacement of the District’s antiquated
phone lines and communication system in all facilities, and submittal for plan review the 2018 Fleet
Improvement Project.

BUDGETARY AND FINANCIAL HIGHLIGHTS
The FY 2020-21 General Fund budget was developed with an emphasis on nancial stability and
improving the District’s operations to enhance the levels of service to the community, as well as the
District’s nancial position. Key budgetary items include:
•

Continuation and further development of shared services with Aptos/La Selva Fire District by
providing personnel services encompassing Management/Administrative, Operations and
Community Risk Reduction services, in preparation for the functional consolidation of both districts.

•

Continued emphasis on identifying cost saving measures between Central Fire and Aptos/La Selva,
in turn, increasing efciencies and reducing duplicated efforts.

•

Continue to address unfunded liabilities by investing in nancial programs and reports to strategize
to address liabilities. Continue to prefund the District’s Other Post-Employment Benets (OPEB) Trust
by contributing 95% of the Actuarially Determined Contribution (ADC) which includes normal cost
& unfunded liability portion.

In conclusion, the development of the District’s annual budget takes a large amount of staff time and
effort. I would like to thank Program Leads, Program Managers and Support Staff for their continued
efforts in the development of the budget process and preparation of the annual budget document.

•

Introduction of a new performance evaluation program in the workplace.

•

Continue to work with the City of Capitola, through our Marine Safety Division, on a contract for
lifeguard service.

With the new scal year approaching, I would like to express my deepest thanks and appreciation to
the Board of Directors and Management Staff for their leadership, direction and support, as well as
their ongoing dedication and commitment to serving our communities

•

Continue to set up a comprehensive Department Operations Center (DOC) by facilitating staff
training and orientation.

Sincerely,

Property Tax Revenues for FY 2020-21 have been forecasted to increase by approximately 3-4%. The
projection of this revenue is of signicant importance to the District this year, primarily due to the
COVID-19 pandemic and its effect on the economy. The 3-4% projection represents 93% of total
revenues.
9

John Walbridge
Interim Fire Chief

10

BUDGET SUMMARY
The District’s funds consist of the General fund, Fleet Service Maintenance and Capital outlay funds.
The General Fund is the general operating fund of the District. It is used to account for all nancial
resources except those required to be accounted for in another fund. The primary revenue sources
of the General Fund are Property Taxes, Intergovernmental Revenue, and Other Revenue relating to
permit and inspection fees, interest revenue, and other miscellaneous revenue. General operating
expenditures are primarily related to salary & benets, services & supplies and operating fund
transfers to the District’s reserve funds to cover expenses for capital improvement, equipment, mobile
vehicle replacement, compensated absences, and Fleet Maintenance services.
Below are highlights of the proposed Final Budget:

BUDGET SUMMARY (CONT.)
GENERAL FUND SUMMARY
The FY 2020-21 Final Budget includes projected operating revenues of $20.5 million versus operating
expenditures of $21.5 million which results in a budget decit of $(1 million). The District has seen
favorable results over the past two years with FY 2020-21 projected to come in with a surplus of $1
million. While scal year 2018-19 resulted in a $1.5 million surplus due to higher than anticipated
property tax revenue.
The following table shows the proposed General Fund budget, prior year 2020-21 forecast and 201819 actual results.

Revenues for FY 2020-21 is projected at $21.5 million
Expenditures for FY 2020-21 is projected at $22.4 million
Results in a total budget decit of $(913,384) for FY 2020-21.
Projected ending fund balance is $14.8 million.

Below is a 5-year trend of total revenues versus total expenditures for Fiscal Years Ended 2018 thru
2021.

11

12

BUDGET SUMMARY (CONT.)

BUDGET SUMMARY (CONT.)
PROPERTY TAXES

REVENUES
The District’s primary revenue source is property taxes. Intergovernmental revenue, which
comprises the District’s second largest revenue source, results from home owner’s property tax
relief, RDA pass through, mutual aid recoveries and grants. While other revenue represents the
third largest revenue source relating to plan checks, inspection fees and other fees for service and
miscellaneous revenue.
The chart below illustrates the District’s dependency on property tax revenue. Property taxes are
the most signicant source of the District’s revenues, representing over 93 percent of total revenues.
Inter-Governmental revenues and all other non-tax related sources comprise less than 5 percent of
total revenue.
Signicant Highlights:
• Property tax related revenue is projected at a 4.38% projected growth rate.
• Total Revenue growth is forecasted to increase versus prior year with a net change of $488,429
or 2.44%.

The District’s tax revenue is levied through the County of Santa Cruz and is distributed on the teeter
plan; 50% is distributed in December; 45% in April; and remaining 5% in June. During the past few
years property tax revenue has increased modestly due to annual valuation changes, projected
additions of new development to the tax rolls, and other property tax adjustments. Property tax
revenue has grown in 2019 & 2020, at a rate of 5.61 and 3.59% respectively, with a projected growth
rate of 4.38% in 2020.
The chart below illustrates a 10 year historical trend of the
District’s property tax revenue. As shown, property taxes
have steadily increased since the economic downturn in
2010.
The COVID-19 pandemic has caused an unprecedented
economic shutdown and most likely a global recession;
some experts believe the economic fallout will be similar to
the Great Recession of 2008-09.
For Fiscal Year 2020-21, the scal impact to the District will not be signicant. With regard to property
tax revenues, the District proportionately shares in county wide tax delinquencies based on assessed
property values. These delinquencies are likely to be at a higher level this scal year than in prior
years due to the local economic impacts of the recession.
Although unknown at this time, property values may be impacted by this economic downturn as
early as FY 2021-22 or more likely FY 2022-23 if recessionary impacts result in a decreased level of new
construction. A lengthy recession could potentially reduce property values already occurring in the
commercial market, sparking downward assessments and reductions in sales prices.
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BUDGET SUMMARY (CONT.)
In the illustration below, revenue projections for the Final Budget assume a 4.38% growth rate in
property tax revenues in comparison to the prior year. Other revenues are projected based on
historical trends, for example, property tax prior unsecured, supplemental property taxes, and
delinquent/other taxes. The District project residual distribution this year because of the consistent
cash ows over the past 3 years. Total property tax revenue is projected to be $798,037 higher than
FY 2020-21, or an overall growth rate of 4.38% over the prior year.

BUDGET SUMMARY (CONT.)
OTHER REVENUE
The decrease of $(90,042) in other revenue is primarily driven by lower charges for services and
insurance proceeds which is a pass-through and typically not budgeted. Charges for services
includes providing Aptos/La Selva Fire District with personnel services encompassing management/
administrative and Community Risk Reduction services through a shared service agreement. Other
charges for services are related to inspections and plans checks which was lowered due to the
COVID impact.

EXPENDITURES

INTERGOVERNMENTAL FUNDS
Intergovernmental funds decreased $(218,302) due to a decrease in strike team and homeland
security grant. Homeowner Property Tax Relief which provides a $7,000 exemption on the value of
owner occupied homes is projected to remain decrease versus prior year. As previously discussed,
mutual aid recoveries are related to Strike Team reimbursements from the California Governor’s
Ofce of Emergency Services (OES) which vary each year. Revenue is typically not projected due to
the unreliability of this revenue source. RDA pass thru is also projected to increase slightly based on
an average of the past three years.

Total general fund expenditures are projected to increase to $21.5 million for 2020-2021 Final Budget
versus $18.9 million for the prior scal year 2020-2120 – an overall increase of $2.6 million or 13.46%.
Salary & benets which increased by $1.3 million due to an increase in salary and pension cost.
(Salary & benets also includes Fleet Personnel for the purpose of this analysis). Below is an illustration
of expenditures by category with salaries and benets representing 81% of total expenditures,
services & supplies represented 14% and operating transfers to other reserves and designations
represent 5% of total expenditures.

Signicant Highlights:
• Total expenditures are forecasted to increase versus the prior year by $2,550,050 or 13.46%.
• Expenditures include projected salary and benet adjustments attributed to Memorandums of
Understanding (MOU) approved for labor groups as well as the addition of 2 Full Time Equivalents
(FTE).
• Total Salary & Benets as a percentage of Recurring Revenue is projected at 86.70%. The District’s
goal is 85% of total recurring revenue.
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BUDGET SUMMARY (CONT.)

BUDGET SUMMARY (CONT.)
SERVICES & SUPPLIES

The District’s Services & Supplies budget is developed based on its program-based management approach.
This focuses on outcomes to be er control costs and lead to a ainment of District goals. This year the District
restructured its Program Management approach to align its exis ng programs with Aptos/La Selva Fire. The
goal was to merge similar programs under several divisions to eliminate two diﬀerent processes and workﬂows.
The 2020-21 Final Budget expenditures for services and supplies increased $1,287,361 or 70.58% due to project
carryovers from the prior ﬁscal year.

OPERATING TRANSFERS
The 2020-21 Final Budget operating transfers to capital outlays funds and eet services remained
relatively at.

SALARY & BENEFITS
For the 2020-21 Final Budget, salary cost increased as a result of negotiated wage increases as well
as anticipated hiring of 2 full time equivalent (FTE) employees to the District’s eet services which
consist of a  re apparatus technician and logistics clerk (shared 50% with Aptos/La Selva Fire).

CAPITAL OUTLAY

The capital layout fund is used to account for ﬁnancial resources that are restricted, commi ed, or assigned to
expenditure for capital outlays including the acquisi on of equipment, machinery, apparatus, vehicles, building
construc on, building improvements, and land acquisi on. A capital outlay is deﬁned as a tangible or intangible
ﬁxed asset with a value of over $5,000 that is used in opera ons of the District, and that has an ini al useful
life extending beyond one year. Primary revenue sources are transfers from the General Fund, however the
fund will also receive loans or grant proceeds. The Capital Replacement Schedule dictates the annual budgeted
expenditures. This schedule is reviewed annually and revised if needed during the budget. Transfers from the
General Fund provide funding for the budgeted requirements. The Capital Replacement Schedule iden ﬁes a
commi ed minimum transfer amount each ﬁscal year in order to meet targeted expenditures.
Capital expenditures considered rou ne in nature are those that are iden ﬁed in the Capital Replacement
Schedule and planned out ten years for replacement based on their expected life span and rota on schedule.
Total expenditures of $921,686 is primarily due to ﬁnancing of apparatus, capital improvements to
administra on oﬃces, and the facility ﬂoor located at 410 Kennedy, as well as the purchase of new equipment.
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BUDGET SUMMARY (CONT.)

BUDGET SUMMARY (CONT.)
based on the Equipment Replacement Schedule and reviewed biennially by the Fire Chief and Finance
Commi ee to determine proper level of funding. For 2020-21, a total of $280,000 will be expensed rela ng
to the purchase of SCBA’s.
3. Capital Improvement Reserve - established for the purpose of funding capital improvement projects and
acquisi ons. Fund balance requirements shall be based on the Capital Budget Process or the District’s
Facility Assessment Report. For 2020-21, a total of $291,748 will be expensed for the ﬂ oor reconstruc on
at 410 Kennedy totaling $200,000, and various capital improvement projects at the District’s Administra on
building.
4. Mobile Equipment Reserve- established for the purpose of providing funds for the replacement of
apparatus and support vehicles. Fund balance requirements are based on the Fleet Replacement Schedule
and reviewed biennially by the Fire Chief and Finance Commi ee to determine proper level of funding. For
2020-21 a total of $349,938 will be expensed for apparatus ﬁnancing and a u lity vehicle.

FUND BALANCE
The District’s Fund Balance Repor ng Policy was developed in conjunc on with the Government Accoun ng
Standards Board (GASB) Statement No. 54 to clearly ar culate the use of the District’s exis ng fund balances
and provide a structured approach to funding levels. The Fund Balance Policy is designed to strengthen the
District’s oversight of its reserve funds to ensure adequate ﬁnancial resources and its long term ﬁnancial health
in economic downturns. Classiﬁca ons of fund balance maintained by the District per policy are set forth as
follows:
NON-SPENDABLE FUND BALANCE – amounts that are not in a spendable form or are legally or contractually
required to be maintained intact (e.g., prepaid items and deposits on ﬁle with other agencies).
1. Deposit & Prepaid Items – Imprest Cash Amount to be used as either a Change Drawer (make change
for customers), or a Pe y Cash Drawer (make small purchases and later replenish the cash through A/P).
RESTRICTED FUND BALANCE – amounts that can be spent only for the speciﬁc purposes s pulated by external
par es either cons tu onally or through enabling legisla on (e.g., grants or dona ons).

5. Economic Stability Reserve – No changes will be made to the economic stability fund. This fund was set up
to cover revenue shor alls. Historically the District budgets a conserva ve 2% growth rate for property tax
revenue based on Proposi on 13 which allows the County Tax Assessor to increase values by the California
CPI, up to a maximum of 2% on an annual basis. However, due to increasing property tax revenue trends,
the District projects a 4% property tax revenue es mate for the next two years. This fund is established to
cover the shor all in revenue between the 2% and the 4% es mate.
UNASSIGNED FUND BALANCE – includes all amounts not contained in other classiﬁca ons and is the residual
classiﬁca on of the general fund.
1. Minimum Fund Balance - It is the goal of the District to achieve and maintain an unassigned fund balance in
the general fund at a maximum of Five (5) Months of the General Fund Opera ng Expenditures at the end
of each ﬁscal year to ensure the District has adequate cash ﬂ ow and avoid short term borrowing during the
“Dry Tax Period” which typically occurs from July to December. For 2020-21, the minimum fund balance is
projected at 5.91 months.

COMMITTED FUND BALANCE – amounts that can be used only for the speciﬁc purposes determined by a
formal ac on of the Board of Directors, either through ordinance or resolu on.
ASSIGNED FUND BALANCE – amounts intended to be used by the government for speciﬁc purposes. Intent is
expressed by the Board Directors or by a designee to whom the governing body delegates the authority.
1. Compensated Absences Reserve - provides funds for the payment to employees for unused sick leave,
vaca on, and other leave as deﬁned in collec ve bargaining agreements. The funding level shall be at a
minimum of 25% or as determined by the Fire Chief based on year end balances. For 2020-21 the current
funding level is 30% of the District’s total liability of $2.3 million projected as of 6/30/20.
2. Equipment Replacement Reserve- for the purpose of providing funds for the replacement or improvement
of capital equipment u lized in the delivery of emergency services. Fund balance requirements shall be
19
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BUDGET SUMMARY (CONT.)

DIVISION PROGRAM BUDGETS
DIVISION PROGRAM BUDGETS
ADMINISTRATION DIVISION
The Administration Division includes the functions of the Fire Chief, Administrative Services, Human
Resources, and Finance. The Fire Chief serves as the Chief Executive Ofcer and provides direction,
supervision, and general support to the District’s overall operations and its Board of Directors.
Budget Highlights:
• Total of $21,650 in nancial reports and software to provide District with tools to assist with
strategies to manage its unfunded liabilities.
• Reduction in shared cost of membership and training for staff under shared services agreement
with Aptos/La Selva Fire.
• Budgeted a new performance evaluation program to be split 50/50% with Aptos/La Selva Fire.
Division Objectives:
• Re-evaluate policy and processes to align both Aptos La/Selva and Central Fire Districts by
implementing best industry practices.
• Develop efcient processes for all nancial aspects to achieve savings for both Districts.
Reexamine expenditures for both Districts and look for opportunities to reduce cost through
economics of scale.
COMMUNITY RISK REDUCTION
The Community Risk Reduction Division is responsible for life-safety inspections and plan review,
community outreach, public information, and plan reviews. Community  re and life safety education
is the rst line of defense in risk management.
Budget Highlights:
• Approximately $10,000 budget for community events and education.
Division Objectives:
• Adopting the Community Risk Reduction approach to all aspects of Fire Prevention and work on
a successful partnership with Aptos/ La Selva Fire Protection District in providing Community Risk
Reduction services to the communities each District serves
• Align Division budgets and cost for CRR for both Districts. Identify cost savings and align cost
accounts.
LOGISTICS
The Logistics Division’s responsibility is for the District’s facilities, ground support and supplies as well
as the District’s Fleet services Division. The Fleet Services Division is responsible for maintaining the
operational readiness of the District’s apparatus eet and support vehicles. The Division also provides
contract services for eet maintenance to other  re agencies located within Santa Cruz County.
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DIVISION PROGRAM BUDGETS (CONT.)
Budget Highlights:

DIVISION PROGRAM BUDGETS (CONT.)
TECHNOLOGY

• Several capital improvement projects such as upgrading station bathrooms, upgrade of phone
system for all District locations, as well as repairs and maintenance for the upkeep of all facilities.
• The addition of 2 full time equivalent (FTE) employees to the logistics division. These positions will
consist of a  re apparatus technician and logistics clerk (shared 50% with Aptos/La Selva Fire).

The Technology Division consist of information technology and mobile technology. The Division is
responsible for supporting the District’s computing infrastructure. IT manages the District’s computer
work stations, servers and le systems, email system, network equipment, cloud storage, phone
systems, internet access, audio/visual equipment, and all software and database programs. In
addition, IT manages the District’s communications equipment including mobile display computers.

• Addition of a cloud based vehicle inspection program and fuel inventory control system.

Budget Highlights:

Division Objectives:
• Align Division budgets and cost for Logistics for both Districts. Identify cost savings and align cost
accounts.
• Implementation of Fleet Services 3 year business plan and improve efciency and productivity.

• Budgeted cost for cradlepoint routers for better accessibly in the eld for improvement in
response time.
• Continued shared services with Aptos/La Selva for outside IT contractual services, with a 60% to
40% split, respectively.
Division Objectives:

OPERATIONS
Operations Division consists of EMS, special operations and suppression. Its mission is to protect life
and property through effective emergency response services. Much of this is achieved through
preparation, accomplished through training and ensuring that our apparatus, equipment, and
facilities are properly maintained and in a ready state.
Budget Highlights:
• Special operations include cost for programs such as aquatic rescue, disaster preparedness,
hazardous materials, marine safety (junior lifeguards), and rescue techs (USAR).
• Suppression cost consist of apparel, communication, and required suppression equipment.

• Integrate new technology for greater efciency and improvement to workow.
• Align Division budgets and cost for technology for both Districts. Identify cost savings and align
cost accounts.
TRAINING
The Training Division is a critical element of the District, tasked with providing high quality training,
instruction, career development, and evaluation of all District personnel. These training activities
prepare our personnel to serve our community in the most efcient and effective means possible,
and to ensure the safety of all our responders.
Budget Highlights:

Division Objectives:
• Align Division budgets and cost for Operations for both Districts. Identify cost savings and align
cost accounts.

• Budgeted testing and training for paid call reghter program (PCF)s.
• Budgeted cost for shared  re academy training, with allied agencies such as the City of Santa
Cruz Fire and the City Watsonville Fire Department.
• Combined all training related budgets, whether for administrative, program management, or job
related functions.
Division Objectives:
• Create a standardized training request process for both Central Fire and Aptos La/Selva Fire
Districts as well as align program management structure.
• Work towards standardizing training, equipment, evolutions, and training plans between Districts.
The two Districts have formed combined committees and training cadres to address the many
different disciplines that confront our All-Risk departments.
• Align Division budgets and cost for training for both Districts. Identify cost savings and align cost
accounts
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FINANCIAL OVERVIEW
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FINANCIAL OVERVIEW (CONT.)
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FINANCIAL OVERVIEW (CONT.)
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FINANCIAL OVERVIEW (CONT.)
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