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Santa Cruz Local Agency Formation Commission

Date: February 4, 2026
To: LAFCO Commissioners
From: Joe Serrano, Executive Officer

Subject: Fire-related Projects — Status Update

SUMMARY OF RECOMMENDATION

Santa Cruz LAFCO continues to play a key role in exploring service and governance
efficiency opportunities with local agencies, including but not limited to the 12 fire
agencies in Santa Cruz County. During the past year, LAFCO staff has been collaborating
with various fire agencies to determine if there are any opportunities to maximize existing
resources, elevate service delivery, and meet the unique demands from their respective
constituents. This staff report provides an update on all the fire-related projects.

It is recommended that the Commission take the following actions:
1. Receive and file the status updates and supplemental documents;
2. Form an ad-hoc committee to assist in the ongoing fire-related projects; and

3. Direct staff to coordinate with the Pajaro Valley Fire Protection District, CAL FIRE, and
the County to begin conducting educational workshop and inform the Pajaro Valley
community about the proposed reorganization, service delivery levels, and fiscal
impacts.

EXECUTIVE OFFICER’S REPORT:

The Commission’s ongoing efforts clearly demonstrate how operational and
governmental improvements identified by LAFCO can come to fruition through joint efforts
between the affected agencies and LAFCO. Table A on page 4 provides an overview of
all the fire-related projects that LAFCO is currently working on. A summary of each project
is also available in this staff report.

County Service Area 48 Reorganization Analysis

In August 2024, the Commission received a fire study prepared by AP Triton that analyzed
the potential financial impacts to CSA 48 if local fire agencies in Santa Cruz County
annexed areas within their respective spheres of influence. The findings of this report
prompted the formation of a stakeholder group composed of representatives from the
County, CAL FIRE, and LAFCO to develop a specialized transition study evaluating the
conversion of CSA 48 from a dependent fire agency to an independent fire protection
district. The transition study is designed to address key considerations, including
proposed governance structures, levels of service, operational frameworks, financial
capacity, and long-term sustainability as a newly formed special district.

Status Update: In 2025, the stakeholder group has met to advance this effort. The goal
was to present the study’s findings and recommendations to both the County Board of
Supervisors and this Commission in early to mid-2026 for their review and consideration.
However, the County is currently in transition with a new Director of General Services
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(which oversees CSA 48) and a new County Administrative Officer. These recent
changes affected LAFCO'’s original timeline. Attachment 1 provides the latest timeline
for this reorganization effort.

Pajaro Valley Fire Protection District Reorganization

On April 24, 2025, the Pajaro Valley Fire Protection District Board of Directors adopted a
resolution to dissolve the District and concurrently annex its service area into CSA 48.
The District formally submitted an application to initiate this reorganization in May 2025.
Since that time, LAFCO has been actively coordinating with both the County and PVFPD
to guide the reorganization process while also supporting the District’'s exploration of an
alternative funding mechanism that could allow it to remain a standalone agency. LAFCO,
in coordination with the County and CAL FIRE, recently developed a five-year projection
analysis to illustrate the fiscal impact to CSA 48 should the reorganization come to fruition,
as shown in Attachment 2.

In addition, PVFPD retained SCI Consulting to prepare a benefit assessment analysis to
determine the cost per parcel owner to remain as a standalone agency with a minimum
of three people on duty. The proposed new assessment was intended to provide
dedicated funding to train and retain experienced firefighters, preserve 24/7 rapid
response capabilities for fire protection and emergency services, and maintain essential
firefighting equipment and apparatus. Attachment 3 provides a copy of the SCI
Consulting Engineer’s Report. After reviewing the analysis, the PVFPD Board determined
that remaining a standalone agency under the proposed benefit assessment would be
significantly more costly to parcel owners than reorganizing with CSA 48.

As a result, the Board directed staff to proceed with the reorganization effort, discontinue
the additional funding initiative, and prepare a comparison table illustrating the per-parcel
cost differences between the now-discontinued PVFPD proposed benefit assessment
and CSA 48’s existing benefit assessment, as shown in Attachment 4. The comparison
table is categorized into four tables: the Assessed Parcel Number (APN) within the
PVFPD service area, the cost per parcel if PVFPD moved forward with remaining as an
independent fire district, the cost per parcel if PVFPD dissolves and CSA 48 assumes the
service responsibility of the entire community, and the cost difference between the two
assessments.

It is important to note that Attachments 2-4 are for informational purposes only and are
not subject to LAFCQO’s approval or action. However, this represents the first instance in
which this information has been compiled and made available to the public as a single,
comprehensive set, ensuring transparency and public access as the reorganization effort
proceeds. Therefore, staff is recommending that the Commission direct staff to coordinate
with the affected parties to schedule and conduct educational workshops and discuss
these documents and the proposed reorganization with the Pajaro Valley community
during the 2026 calendar year.

Status Update: The Pajaro Valley FPD, CAL FIRE, the County, and LAFCO will begin
scheduling and conducting educational workshops to inform the community about the
proposed reorganization in the coming months. Attachment 5 provides the latest timeline
for this reorganization effort.
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Fire Memorandum of Understanding (Potential Fire Study)

Since November 2024, LAFCO staff has actively participated in a stakeholder group with
representatives from the City of Santa Cruz, Central Fire District, and Scotts Valley Fire
Protection District. Early discussions produced consensus on engaging an independent
consultant to assess the benefits and limitations of potential shared services
arrangements (including but not limited to reorganizations or consolidations) through the
development of a comprehensive feasibility study.

Status Update: While the fire agencies decided not to move forward with hiring an outside
consultant to conduct a feasibility study, LAFCO has an opportunity to take a proactive
role in continuing to guide this process, fostering continued collaboration among all
parties, and ensuring that governance options are thoroughly evaluated as part of the
upcoming 2026 Countywide Fire Report.

Felton Fire Protection District Governance Options Analysis

LAFCO published a report in July 2025 identifying 12 possible governance options for
Felton FPD and its residents to consider. Felton FPD subsequently sent a letter in
September to LAFCO indicating they will pursue a dual-approach: (1) consider a new
funding source to remain as a standalone fire district and (2) consider a reorganization
with a neighboring fire agency. It was LAFCO’s understanding that FFPD would consider
adopting a resolution of initiation to begin the reorganization effort with a neighboring fire
district. However, in November 2025 the FFPD Board decided to defer any consideration
of a potential reorganization until June 2026 rather than continuing the dual approach
outlined in their July 2025 letter. This decision ultimately limited how LAFCO can provide
further assistance to FFPD at this time.

Community Group Correspondence

The Felton Community for Emergency Response (FCER) submitted a letter to LAFCO on
January 26, 2026 thanking the Commission for its oversight of fire and emergency
medical services, as shown in Attachment 6. The letter also noted that the FCER is
requesting that LAFCO fund a feasibility study to allow for an “apples-to-apples”
comparison of all alternatives shown in LAFCO’s FFPD Governance Report, specifically
reorganizing with CSA 48 and Zayante FPD. LAFCO believes that a study may be
warranted once FFPD decides to reconsider exploring reorganization efforts after the
conclusion of their proposed assessment vote, which is scheduled for June 2026.

Status Update: Felton FPD continues to focus on advancing its proposed tax measure to
remain a standalone agency. LAFCO will continue to monitor their efforts.

NEXT STEPS / FORMATION OF AD-HOC COMMITTEE

LAFCO continues to play a key role as fire agencies explore alternative governance
options to ensure the best level of fire protection and emergency services are delivered
to their constituents and the public. Since most of these fire-related projects are gaining
more momentum, staff is recommending that the commission form an ad-hoc committee
to help move these projects forward. The committee should consist of at least one
commissioner from a fire agency and at least one commissioner from the Board of
Supervisors. No more than three commissioners should be appointed to this temporary
committee.
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Table A: Overview of Fire Projects

Project

Affected Agencies

Description
Status: Ongoing

The affected agencies and LAFCO are exploring

Timeline / Deadline

Group effort started in
August 2024;

o County (CSA 48) and e :
CSA 48 Reorganization CalFIRE the congept of tran3|t|on|qg C.SA.48 into an Draft transition plan
independent special district. !
may be available by
A transition plan/study is being developed. late-2026
DIEWES (i) Application received
County (CSA 48), LAFCO is processing an application submitted by G b 617 2, 2088

Pajaro Valley FPD
Reorganization

CalFIRE, and Pajaro
Valley Fire Protection
District

PVFPD that would dissolve the district and
concurrently annex the area into CSA 48.

LAFCO is coordinating with the affected agencies
to begin hosting educational workshops.

Commission may
consider the
reorganization by
mid-2026

Fire Memorandum
of Understanding

City of Santa Cruz,
Central Fire District,
and Scotts Valley Fire
Protection District

Status: Pending

The affected agencies and LAFCO initially
considered exploring shared services opportunities
through a feasibility study; however, those
discussions have stalled at the board level.

Group effort started in
July 2023;

LAFCO may analyze
this effort as part of
the 2026 Countywide
Fire Service &
Sphere Review

Felton FPD
Governance Options

Felton Fire Protection
District

Status: Pending

The affected agency discontinued its effort to
explore two governance options consecutively:
(1) remain as a standalone agency with a new

funding source or (2) reorganize with a
neighboring fire agency.

Felton FPD is currently focused on calculating a
benefit assessment to remain as an independent
agency and deferred consideration of any
reorganization until June 2026.

LAFCO received and
filed the governance
options report in
September 2025;

LAFCO assistance
is pending until
June 2026

Joe A. Serrano
Executive Officer

Attachments:
CSA 48 Reorganization Proposed Timeline

Five-Year Financial Analysis

Benefit Assessment Study

Proposed Benefit Assessment Parcel Breakdown

PVPFD Reorganization Proposed Timeline

Ok whN =

Felton Community for Emergency Response Letter
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https://santacruzlafco.org/wp-content/uploads/2026/01/6e.1-Attachment-CSA-48-Reorg-Timeline.pdf
https://santacruzlafco.org/wp-content/uploads/2026/01/6e.2-Attachment-CSA-48-5yr-Projections.pdf
https://santacruzlafco.org/wp-content/uploads/2026/01/6e.3-Attachment-SCI-Study.pdf
https://santacruzlafco.org/wp-content/uploads/2026/01/6e.4-Attachment-Benefit-Cost-Comparison.pdf
https://santacruzlafco.org/wp-content/uploads/2026/01/6e.5-Attachment-PVFPD-Reorg-Timeline.pdf
https://santacruzlafco.org/wp-content/uploads/2026/01/6e.6-Attachment-FCER-Ltr.pdf
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