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. SUMMARY OF STUDY RESULTS AND RECOMMENDATIONS

Since June, the project team has been analyzing the fire services
system In the Capitola and Central Fire Protection Districts. This analysls
focused on alternative methods to organizing the delivery of fire services in
the region and, Iif they remalned separate agencies, on sphere of influence
lssues. The paragraphs, which follow, summarize key flIndings, conclusions
and recommendations In this report.

1. WHILE THE CAPITOLA AND CENTRAL FIRE PROTECTION DISTRICTS PROYIDE

COMPARABLY HIGH LEVELS OF SERVICE, GAPITOLA RELIES HEAVILY ON THE
RESPONSE OF OFF~DUTY PERSONNEL AND ON OUTSIDE AID.

The study team conducted a thorough analysis of service demand and
resource uti|fzation within the two fire protection districts. Profiles
which summarlze this part of the study are contained in Attachments A and B
at the conclusion of this report. Part of this analysis involved going
through incident reports and obtaining detalls pertalning to type of call,
personnel responding, response and handl ing times, and the |ike. Results of
this analysis showed that:

. Both ageﬁcles' service levels, In terms of response times,
are excellent. Emergency service requests In both districts
generally receive the response of fire agency personnel within
three minutes.

. In terms of the flre agency resources sent to an emergency call,
both districts have the capability of sending three or more
engine companies to a major Incldent (equivalent to nine or more
flre personne!). For major Incidents, however, differences in
response capabilitlies emerged:

- In Central, a +three-engine company response can be
provided by on-duty personnel, when required.




- In Capitola, one engine company can be provided by on-duty
personnel ., Additional personnel are recelved through
calling-back off-duty and volunteer personnel and through
mutual/automatic ald from Central.

This finding led to an Issue which ran through subsequent analysls
of organizational alternatives. Since Capltola's service delIvery system Is
predicated on relying on the use of off-duty personnel and automatic aid for
Incidents, major real ignment of responsiblllty should only be conslidered If
on-duty resources can be expanded in Capltola.

2. DIFFERENCES IN GROWTH PROSPECTS FOR THE TWO DISTRICTS SHOW THAT
RELATIYE SERVICE CAPABILITIES WILL NOT CHANGE.

Next, the project team conducted an analysis of planning and revenue
lssuds In Capltola and Central. Results of this analysis of current and
projected population, development and property tax revenue are contained In
Attachment C, at the conclusfon of +this report, Briefly, though, fthe
conclusions arising from this analysis are clear. They Include:

. Capitola is essentially built-out and will grow Ilittle In the
future. The abllity of the district to support expanded flre
service operations -~ needed to provide In-house/stand-alone
service == Is |Imited.

. Central, on the other hand, Is poised for major growth In.the next
few years. Not only will Central have the abllity fo keep pace
with additional service demand due to growth in the property tax
base, but also should have the potential to expand servlice
capaclty and service levels.

OQur analysis of planning and revenue Issues shows that current

differences In service capabllities between Capitola and Central will
continue in the future. In fact, service level| dlfferences wlll increase.

The result of this critical difference In expected service capabllity is that

shar Ing or joining resources becomes Increasingly important.




3. CONSOL IDATION IS THE ONLY ALTERNATIVE WHICH I'IAS THE POTENTIAL TO _IMPROVE
THE FIRE SERVICE DEL | VERY SYSTEH REG ION-WIDE.

The study team examined several alternative ways to provide flire
services to the area covered by the Capitola and Central Flre Protection
Districts. These included the fol [owing:

. Continued separate districts without boundary adjustments.

Continued separate districts with boundary adjustments.

. Creation of a municipal fire department operated by the City of
Capitola {Central remains separate).

. Transfer of responsibll Ity from an independent district board to
the Capitola City Councll as a subsidiary district (Central
remalns separate).

. Consol idation of the two districts Into a single regional fire
agency.

After studyIng the service |evel, revenue and (for consol idation) the
expendlture issues assoclated wlth each alternative, the study team concluded
that the onty alternative resulting in higher service l|evels to the entire
region, while addressing service defliclencles and potentially greater control
of costs is to consol Idate Caplitola Fire Protectlion District and Central Fire
Protection District. - This analysls is contained iIn Chapter |l. However,
briefly, the argumen+§ Include the following:

. Retaining separate district identitles does nothing to resolve
service level issues especlally iIn Capltola, but affecting the
whole region. Even large boundary adjustments do not alter the
conclusion that the revenue generated for the Capltoia Fire
Protection District Is not suffliclent to provlide, in-house, the
capabll Ity necessary to handle alone present or new service

areas.

. Creation of a Capltola municipal department is largely a loca!
pol Itical Issue. From a revenue perspective, however, creation
of a municipal department would be assoclated with loss of




speclal district augmentation funds, currently $300,000. 1f the
community desired higher service levels In terms of on-duty
resources, an additional englne company would cost Capitola a
further $300,000 In salaries and fringe benefits alone.

. Consol idatton, on the other hand, raises the potentlal to improve
: service levels regionally through the following:

- Four engine companlies (twelve on-duty suppression person-
nel) would be available to respond, singly wlthout regard
to boundaries, or In total for maJor Incldents. Total
suppression resources sent to major [Incidents would
Increase with improved response times In many Instances.

- Combination of staff would result in greater reglonal
atten- +tion and staff time devoted to flire prevention
activities (Including plan checks, Inspections, company
inspectlions, and school educational activities).

- With greater manpower on-duty, the time devoted to tralning
could be improved.

- Consol idation could result In greater conirol over regional
flre suppression, based on the requirements to handle an
Incident, by day, by week, by month, and the I Ike.
This enhancement of service level could be accomp! ished without
additional costs -- iIn fact, there Is the potentlal for sma!ll
sav ings.
Consol fdation would not result in closing or relocation of the Capitola
Filre Station. This station currently handles over 1,000 calls per year,
exper iences trafflc problems and has density levels and |oss potentlal great
enough so that a station wlill always need to be located in or near downtown,
Consol idation does not result In loss of "tocal control". The consol i-
dated agency would still be a pub!ic agency and, as such, will hold 1ocal
meetings and be represented by local people. The flire service requlirements

of Capltola, Soquel and Live Oak are reglonal Issues and can best be solved

through reglonal approaches, Furthermore, control Is llilusory for the fire




service functlon, Service levels, In terms of suppression resources,
staff ing, number of statlons and the |1ke, are not debatable in the sense
that planning issues are. They are determined by the revenue and service
characteristics of a community and by avaliable revenue. The functlon of a
governing flre agency board is to act as a guardlan over use of publ ic funds.

tn this Instance, autonomy arguments should be over-ridden by service

capabi! ity arguments,

4. IF_CONSOL IDATION DOES NOT OCCUR, ONLY SMALL BOUNDARY ADJUSTMENTS ARE
REQUIRED.

Chapter |1l of thls report contains an analysis of boundary issues not

only between Central and Capitola, but also between Central and Branciforte
Fire Protection District and the Cal ifornia Department of Forestry.  Our
analysis focused on service level, service capaclty and revenue and
deve| opment issues. While details pertaining to our recommendations are
contalned In that chapter, overall It should be stated here that when these
criteria are applied to weach boundary area, the result Is that

only a few minor boundary adjustments are required.
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11. ANALYSIS OF ORGANIZATIONAL ALTERNATIVES

The project team examined several alternative ways to organize the
del ilvery of flre protection services to the area currently covered by the
Capltola and Central Fire Protection Districts. Each alternative was
evaluated from the perspectives of the service level and revenue impacfs of
changing service de! ivery systems, Analysls contalned In this chapter draws
heavlily on the results of analysis provided in the attachments to this
summary report,

1. LEAVING THE CURRENT SERVICE DELIVERY SYSTEM IN PLACE WILL RESULT IN

LONG-TERM SERVICE LEVEL DIFFERENCES BETWEEN CAPITOLA AND CENTRAL FIRE
PROTECT ION_Di STRICTS.

The current service del Ivery system provided by the Capltola and Central
Fire Protection Districts raises key lIssues that have long-term Impl ications
for the reglon. These Include the fol lowing:

. The Capitola Fire Protection District and Central Fire Protection
District, as shown In the profiles contained in the attachments,
provide high levels of service to their respective communities in
terms of manpower and apparatus responding to incidents. However,
there 1s a crucial difference In the way these resources are
prov ided:

- Central Fire Protection District has three engine companies
on-duty. For a major incident, these resources will res-
pond in addition to off-duty and volunteer personnel.

- Capitola Fire Protection District, on the other hand, has
one engine company on-duty. Thelr level of service, though
comparable to Central's, is predicated on the ability of
of f=duty personnel and volunteers to respond as wel| as auto-
matic and mutual ald from Central. From the perspective of
flre-related service demand, this difference is critical.
Also, the abll ity to train effectively and provide other
services Is hampered by this staffing level. The key ques-
tlon arlsing from this Is: Can the Capitola fire service
del ilvery system continue to assure this |evel of participa-
tion above on-duty resources?




. As the data contained in Exhiblt |, which follows this page,
demonstrates, the long-term revenue prospects for Caplitola will
not allow the District to enhance [ts on-duty service del ivery
capabil ities. Capltola Is essentially bullt+-out. It Is |ikely
that the Capitola Fire Protection District will always be a
single on-duty engine company fire Jurisdlction, Abll Ity to
Increase service levels can only occur to the extent that revenue
Increases from property +tfurnover and resulting assessments
outpace Inflation. '

. Central Fire Protection District, on the other hand, could exper-
ience dramatic Increases In property tax revenue due +to major
development which wlll occur in the District. Even If large
portions of this development do not occur, or if our conservative
assumptions are too high, revenue Increases to Central will {lkely
ocutpace Inflationary Increases In the future. Thus, Central has
the potential to Increase service levels.

The conclusion arising from this analysls Is that the status quo has
tong-term Implications on the flre service dellvery system In the region.
Service ievel differences between the two districts will Increase over time
resulting In Capitola relyling, to an increasing degree, on Central and off-
duty personnel to del ivery adequate and requlired service levels., This is
essentlally a revenue question, As the next section demonstrates, no
real istic boundary adJustment changes this conclusion.

2. NO REALISTIC BOUNDARY ADJUSTMENT WOULD RESULT N CAPITOLA FIRE

PROTECT ION DISTRICT HAVING THE ABILITY TO SIGNIFICANTLY ENHANCE SERVICE
DEL IVERY CAPABILITIES.

The arguments made In the previous sectlon ralse the Important question
of -- can boundaries between Central and Capitola Fire Protection Districts
be adjusted In order to enhance Capitolal's abillty to deliver adequate
service levels? In Chapter Iil of this report Is contained an analysis and
resolution of spheres of Influence Issues between Capitola Fire Protection
District and Central Fire Protection DIstrict., These boundary issues were

examined fram the perspectives of:




EXHIBIT 1
County of Santa Cruz LAFCO

PROPERTY TAX REVENUE WITH STATUS QUO --
NO BOUNDARY ALTERATIONS

1986 Projected at Bulld«Qut
Property Tax Sp. Dist. Property Tax Sp. Dist.
Area/Agency Revenue Augm., Fund Total Revenue Augm. Fund Total
CAPITOLA F.P.D.
l. City of Capitola/
Capitola F.D. $220,910 $220,359 $441,269 $466,901 $39,716 $506,617
Il. County/Capltola F.D. 80,973 80,771 161,744 176,661 14,557 193,218
TOTAL 301,883 $301,130 $603,013 $645,562 $54,273 $699,835
CENTRAL F.P.D.
i1l. County/Central F.D. $1,072,185 $669,243 $1,741,428 $4,782,383 $98,565 $4,880,948
I¥. City of Capitola/
Central F.D. 84,102 52,495 136,597 223,849 7,731 231,580
TOTAL $1,156,287 $721,738 giéglgéggg $5.006,232 $106,296 $5,112,528




. The abil Ity of an agency to take on new service areas.

. Devel opment and topographic compatibil ity,
. Financlal Impacts assoclated with boundary adjustments,
. Service leve! compar isons.

The princlpal conclusions arising from +this analysis of- boundary,
revenue and service level Issues Is that only relatively minor boundary
adjus+men+s are warranted. Large restructuring of the service area s not
feasible because of major service level differences and because of major
fInanclal losses to one agency or another resulting from wholesale tfransfers
of covered areas, For example, 1t would take Capitola Fire Protection
Distrlict assuming responsibility for all un I ncor por ated | and between the
cities of Capitola and Santa Cruz to generate sufflicient revenue to add a
second engine company. It is not a tenable alternative bescause even this may
not result in sufficlent personnel resources to cover existing and new
service del ivery areas. Furthermore, the loss to Central would be severe
enough to el iminate this alternative from any serlous consideration. Thus:

. 'n nelther the current nor projected future environments is
revenue availabllity to Capitola Fire Protection Distriet
sufficlent fo increase service |evels to the peint required by
service demands in a stand-alone community. Boundary adjustments
cannot be signiflcant enough to alter this conclusion.

. Again, development In Central wiil allow thls Jurisdiction to
have the opportunity to keep up with growth, and potentially to
expand service levels In the future.

The revenue Impacts of boundary adjustments on the two stand-alone
agencies are summarized In Exhibit !I, which follows +hls page. The next
sectlon examines the feasibil ity of the City of Capitola taking over respon-
slbility for fire protection from the District and establ ishing a municipal

flre depariment.
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EXHIBIT 1
County of Santa Cruz LAFCO

PROPERTY TAX REVENUE WITH STATUS QUO -~
BOUNDARY ALTERATIONS

1986 Projected a+t Build-Qut
Sp. Dist, Sp. Dist.

Area/Agency Property Tax Augm. Fund Total Property Tax Augm. Fund Total
CAPITOLA F.P.D.
Capitola City/ Capltola

F.P.D, , $220,910 $220,359 $441,269 $466,901 $39,716 $506,617

Opal Cliffs 58,650 58,504 117,154 130,913 10,544 141,457
Wilder Drive/Maln Street 21,829 21,774 43,603 46,850 3,924 50,774
Derby & Trotter 4,155 2,593 6,748 6,366 382 6,748
Deane's Lane 1,951 1,218 3,169 22,348 179 22,527

TOTAL - $307,495 $304,448 $611,943 $673,378 $54,745 $728,123
CENTRAL F.P.D,
Lotman Drive $495 $493 $988 $899 $89 $988
County/Central F.P.D. 1,072,185 669,243 1,741,428 4,782,383 98,565 4,880,948
Capitola Mall 75,444 47,091 122,535 175,160 6,935 182,095
38th & Brommer 2,552 1,593 4,145 31,719 235 31,954

TOTAL $1,150,675 $718,420 $1,869,09 $4,990,161 $105,824 $5,095,985




3. IF THE CAPITOLA FIRE PROTECTION DISTRICT WAS DI SSOLYED AND A MUNICIPAL
DEPARTMENT WAS CREATED, THE CIiTY WOULD HAVE TO MAKE UP FOR THE
SUBSTANTIAL LOSS OF SPECIAL DISTRICT AUGMENTATION FUNDS.

The Capitola Fire Protection District could be dissolved and taken over
by the City of Capitola as a municipal fire department. This alternative
squarely confronts the Issue of maintaining a separa+e flire service identity
for Capitol a. It also opens the possibility that flre service revenue
sources would not be |imited to that avallable fram property taxation/SDAF.
This alternative assumes that the boundaries of a municipal department
correspond to the City boundaries. The revenue Impacts of this alternative
are summarized In Exhibit [Il, which follows this page. These and other
Impacts can be summarlzed as fol | ows:

. For the City of Capitola, the financlial Impacts of thls alter-

native are clear -- the City would have to make up for the loss
of speclal district augmentation funds, This 1Is currently

approximately $300,000 per year. While over time thls will be a
decreasing proportion of fire service revenue needs, I+ would for

many years still represent a large shortfall to be made up by the
City.
. As noted earller in this Chapter, this conclusion presupposes

that currently available fire resources and service levels are
adequate. If Capitola is unable to continue to assure the high
level of response by off-duty and volunteer personnel, o if
automatic and mutual ald cannot be assured, then the shortfall to
be made up by the City would be even greater.

. The short-term Impacts on Central Flre Protectlon District are
also slgniflcant, 1+ territory currently served by Central,
though In the City, were ifransferred to a municipal department,
the revenue loss to Central would be approximately $100,000 per
year. Thls Is the equivalent to more than two firefighters,
Central, in the long-term, however, has the abil ity to make this
loss up with the revenue from development in the District.
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EXHIBIT 11}
County of Samta Cruz LAFCO

PROPERTY TAX REVENUE UNDER SCENARIO OF
MUNICI PAL DEPARTMENT

1986 Projected at Build=Qut
_ Sp. Dist, Sp. Dist.
Area/Agency Property Tax Augm. Fund Total Property Tax Augm. Fund Total
CAPITOLA MUNICIPAL F.D.

Area Currently served by $220,910 o* $220,910 $466,901 % $466,901
Capitola F.P,D.

Area Currently served by 84,102 84,102 223,849 0 223,849
Central F.P.D.

TOTAL $305,012 $£305,012 $690,750 $690,750

CENTRAL_F.P.D.

Area Currently served by
Capitola F.P,D,
$80,973 $80,771 $161,744 $178,661 $14,557 $193,218

Area Currently served by
Central F.P.D.
$1,072,185 $669,243 $1,741,428 $4,782,383 $98,565 $4,880,948

TOTAL $1,153,158 $750,014 $1,909,172 34,961,044 $113,122

$1,909,172 $3,074,166

* As a municipal department, the agency would no longer recelve special District Augmentation Funds.
In the current year, this would be a $272,854 joss.

**A+ bulld-out, the lost SDAF funds would amount to $47,447, Because of the falling Special District
Augmentation Fund and the proportional Increase in property tax allocation directly to fire services,
the loss Is substantially less than would currently be the case. It should be noted that this alter-
native assumes that 100% of the fire service's share of property %ax is transferred. This requires the
concurrence of the County Board of Supervlisors.




If the City annexed the Opa! Cl iffs area -~ an area currently served by
the Capltola Flre Protectlon District —~ the revenue shortfall to be made-up
by the Clty In order to adequately address service level requirements would
stiil be large. Thls Is shown In Exhibit 1V, which follows this page. A
municipal department In Capitola again ralses Important revenue and service
level questions. Local identity for a separate service provider,‘CapHo!a,
has to be welfghed against these considerations,

4, A SUBSIDIARY DISTRICT IN CAPITOLA SHOULD BE VIEWED IN THE SAME CONTEXT
AS PRESERVING THE CURRENT SERVICE DEL IVERY SYSTEM.

The revenue Impacts associated with the loss of Special District
Augmentation Funds could be avolded with transfer of responsibil ity for the
Capitola Fire Protection District from an independent board to the Clty
Councli, A subsidiary fire district would still allow for the separate ]ocal
service fidentlty and would further consolidate political authority In
Capitola for municipal services. Exhibit V, which follows Exhiblt IV, summar-
1zes the revenue impl icatlons of a subslidlary dlstrict with boundaries corres-

“ponding to the City'!s boundaries. The fol |owing may be noted:

. Remalning a special district would continue SDAF funding.

. Remalning a separate service provider would continue that separate
identity.

. However, service level issues remaln with this alfernative.

These could only be resolved with:

- The passage, by two-thirds vote of the electorate, of a
special fee for servlice.

- Or with funds transferred from the Clty to the District.

-13-
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EXHIBIT IV
County of Sanfa Cruz LAFCO

PROPERTY TAX REVENUE UNDER SCENARIO OF MUNICIPAL
DEPARTMENT WITH ANNEXATION OF OPAL CQLIFFS AREA¥

1986 Projected at Bulld=0Out
Sp. Dist. Sp. Dist.
Area/Agency Property Tax Augm. Fund Total Property Tax Augn. Fund Total
CAPITOLA MUNICIPAL F.D,
Area currently served by $220,910 0 $220,910 $466,901 0 $466,901
Capitola F.P.D.
Opal Cliffs 58,650 0 58,650 130,913 0 130,913
Area currently served by $84,102 0 $84,102 $223,849 0 $225,849
Central F.P.D.
TOTAL $363,662 $363,662 $821,663 $821,663
CENTRAL F.P.D.
Area currently served by
Caitota F.P.D.
(excluding Opal CiIffs) $22,323 $22,267 $44,590 $47,748 $4,013 $51,761
Area currently served '
by Central F.P.D. $1,072,185  $669,243 $1,741,428 $4,782,383 $98,565 $4,880,948
TOTAL $1,094,508 $691,510 31;786!018 $4,830,131 $102,578 2242255122

* Assumes 100% property tax transfer
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EXHIBIT ¥

County of Samta Cruz LAFCO

PROPERTY TAX REVENUE UNDER SCENARIO OF
A SUBSIDIARY DI STRICT WITH BOUNDARIES CORRESPONDING TO CITY

1986 Projected at Build=Out
Sp. Dist. Sp. Dist.
Area/Agency Property Tax Augm. Fund Total Property Tax Augm. Fund Total
CAPITOLA MUNICIPAL F,D,
Area currently served by $220,910 $220,359 $441,269 $466,901 $39,716 $506,617
Capitola F.P.D.
Area currently served by $ 84,102 $52,495 $136,597 $223,849 $7.,731 $251,580
Central F.P.D.
TOTAL $305,012 $272,854 $577 2866 $690,750 $47 ,447 $‘I38I= 197
CENTRAL F.P.D.
Area currently served by $80,973 $80,771 $161,744 $178,661 $14,557 $193,218
Capitola F.P.D.
Area currentiy served by $1,072,185 $669,243 $1,741,428 $4,782,383 $98,565 $4,880,948
Central F.P.D.
TOTAL $1,153,158 $750,014 $1,903,172 $4,961,044 $113,122 35,074,166




None of the alternatives discussed to this point address and easlly
resolve Important Issues associated with service ievel dlifferences beiween
Capltola and Central Fire Protection Districts. Capltola does not have and
probably wil! not have, the ability to provide adequate response to a major
incident In the District without the assistance of off-duty personnel or from
the Central Fire Protection District. Consol idation appears to be the ontly
al ternative that enables Capitola to enhance service levels at comparable to
current costs (that Is, without speclal fees or revenue transfers).

5. OONSOL IDATION OFFERS CLEAR SERVICE LEVE ADVANTAGES TO THE WHOLE
REGION AT PRESENT COSTS.

The feasibil ity of a consol idated flre agency was analyzed by the
project team. The organlzational and staffing requirements were evaluated
assuming the fol lowing:

. All existing statlions in Capltola and Central Fire Protection
Districts would be operated. Each station would be staffed by a
three-person engline company.

. Administrative staffing would include:
- One Flre Chief.

- Two Assistant Fire Chiefs: one in charge of opsrations and
one in charge of flre prevention,

- One Deputy Fire Marshal and one Fire Inspector would assist
In flre prevention activities.

- Three Battal fon Chiefs, workling 56~hour weeks, would be In
the management team as shlft commanders.

- One full=time Administrative Assistant and 1.5 clerical
positions.

. Overall, there would be no change In total deparimental staffing.
Exhlbits VI and Vi1, which follow this page, poriray our view of
organization and staffing requirements for a consolidated fire

agency.

-16~






