CPCSD FIRE SERVICES SUSTAINABILITY PLAN (DRAFT)
A Strategic Framework for Operational, Financial, and Capital Sustainability

Purpose of the Sustainability Plan
The purpose of this Fire Services Sustainability Plan is to provide the Cameron Park Community Services District (CPCSD) Board of Directors with a clear, data-driven assessment of the District’s long-term fire and emergency service needs. The plan evaluates the operational, financial, and capital implications of various service models and identifies the most sustainable path forward for maintaining high-quality fire protection and emergency response throughout the community.
Over the past several years, CPCSD has explored multiple concepts for fire service sustainability. These discussions were accelerated by the District’s earlier lack of clarity regarding its financial records and actual fiscal standing. During this period, uncertainty around available fund balances and structural operating costs created concern about the District’s ability to sustain fire services long term.
Since then, significant progress has been made. All outstanding audits have been completed, and the District now has a clear, accurate understanding of its financial position. The District’s fiscal condition is considered stable; however, long-term projections indicate that additional revenue sources will be necessary to maintain service levels, address rising contract costs, modernize facilities, and meet future community needs.
This plan responds to Board direction—including specific requests from Director Israel—to examine:
· The cost and feasibility of maintaining two fire stations
· The impacts and risks associated with consolidating into one station
· The capital and operational requirements to construct a new station
· Long-term fiscal implications of CAL FIRE contract cost escalation
· Funding strategies that support operational and capital sustainability
· Opportunities for regional alignment, including the El Dorado Ready Initiative
· A realistic timeline for consultant engagement, public outreach, and potential ballot measures
The Sustainability Plan provides the Board with the information needed to make strategic decisions that ensure CPCSD’s fire and emergency services remain operationally resilient, fiscally sustainable, and aligned with community expectations.
Background
CPCSD has provided fire and emergency medical services through a long-standing partnership with CAL FIRE for nearly 30 years. During this period, CPCSD has consistently delivered reliable service while leveraging the staffing depth, operational oversight, and surge capacity of the CAL FIRE model.
Historically, actual expenditures under the Cooperative Fire Services Agreement have never reached the annual not-to-exceed (NTE) amount. On average, costs have remained 10.74% below NTE, demonstrating efficient contract utilization and strong fiscal control.
Under the current contract structure, the NTE amount increases approximately 5% annually, while CPCSD general revenues grow at approximately 4% annually, creating long-term fiscal pressure requiring proactive planning.
CPCSD’s fire and EMS services operate from two stations:
Station 89
· Regularly updated
· Functionally sound
· Capable of long-term service with ongoing modernization
Station 88
· Built originally as a volunteer fire station
· Extremely small parcel with no expansion capability
· Well-maintained but limited as a long-term facility
· Replacement should be considered when future funding or regional partnerships permit
With audits completed and finances clarified, CPCSD is now in a position to evaluate long-term service delivery models based on accurate data and strategic priorities.

Financial Trends & Key Assumptions (Revised Narrative with Tables)
CPCSD’s long-term financial outlook is influenced by the difference between revenue growth and contract cost escalation. The District’s general revenues grow at approximately 4 percent annually, providing steady but moderate fiscal capacity. In contrast, the CAL FIRE Cooperative Fire Services Agreement includes a fixed 5 percent annual increase to the not-to-exceed (NTE) amount, regardless of actual spending. Historically, CPCSD has operated 10.74 percent below the NTE ceiling, but even with this underrun, contract growth trends exceed the District’s revenue growth rate, creating long-term structural pressure.
The following table displays the projected NTE amounts over the next five fiscal years based on the contract’s 5 percent annual inflationary factor:
Five-Year NTE Projection
	Fiscal Year
	NTE Cost

	FY25/26
	$3,582,713

	FY26/27
	$3,761,848

	FY27/28
	$3,949,941

	FY28/29
	$4,147,438

	FY29/30
	$4,354,810


Applying the District’s long-term average underrun of 10.74 percent provides a more realistic estimate of actual expenditures:
Adjusted Costs Using 10.74% Underrun Trend
	Fiscal Year
	Adjusted Cost

	FY25/26
	$3,197,930

	FY26/27
	$3,357,826

	FY27/28
	$3,525,717

	FY28/29
	$3,702,003

	FY29/30
	$3,887,103


In addition to contract costs, the District incurs approximately $500,000 annually for station operations, utilities, insurance, maintenance, and support services. Any plan involving construction of a new station would require significant capital investment, with preliminary cost estimates of approximately $16 million, inclusive of land acquisition, design, engineering, and construction.



Capital Infrastructure Needs
Station 89
· In good condition
· Capable of serving long-term needs
Station 88
· Parcel-constrained
· Modernization limited by site size
· Well-maintained but unsuitable for long-term expansion
· Replacement should be considered when growth, funding, or partnerships align

Scenario Evaluation
CPCSD evaluated three models:
1. Maintain two stations
2. Operate a single station
3. Pursue a shared regional station

Scenario 1 — Maintain Two Stations (Status Quo, Modernized)
Recommended Scenario
Operational Sustainability
· Best geographic coverage
· Strong redundancy for concurrent and major incidents
· Aligns with CAL FIRE operational requirements
· Most resilient and reliable model
Financial Observations
· Contract growth (5%) outpaces District revenue growth (4%)
· Historical underrun helps mitigate pressure
· Long-term sustainability will require new revenue in future years
Scenario 1 Summary
· Operationally necessary
· Financially manageable in short-term
· Long-term revenue strategy required

Scenario 2 — Consolidate to One Station (Single-Station Model)
Not Recommended
Feasibility
· Not supported by the General Manager or CAL FIRE
· CAL FIRE may not authorize a one-station model
· Neither existing station can serve the entire district alone
Operational Effects
· Increased response times
· Reduced coverage
· No redundancy for concurrent incidents
· Impacts to surrounding agencies
· Potential ISO degradation
Capital Requirements
· New centrally located station: ~$16 million
· Requires new revenue source
· 4–5 year development timeline
Scenario 2 Summary
Operationally and financially not viable.
To better understand the financial implications of alternative service models, staff reviewed the attached CAL FIRE cost schedule, which represents the projected five-year contract costs for a single fire station staffed at a 3-0 engine company. This model provides a useful comparison to the District’s current two-station configuration.
Under the attached cost schedule, the annual contract costs for one station are projected as follows:



CAL FIRE Cost Projection — One Station, 3-0 Staffing
	Fiscal Year
	Total Cost

	FY25/26
	$2,870,606

	FY26/27 (+5%)
	$3,014,136

	FY27/28 (+5%)
	$3,164,843

	FY28/29 (+5%)
	$3,323,085

	FY29/30 (+5%)
	$3,489,240


When compared to the District's current agreement, which funds two stations, the financial contrast is significant. The two-station contract projections—based on the previously referenced NTE amounts—range from $3.58 million in FY25/26 to $4.35 million by FY29/30. Even after accounting for the District’s historical underrun trend of 10.74%, the operating costs for maintaining two stations remain materially higher than the cost of operating a single 3-0 staffed station.
This analysis demonstrates that while a one-station model would reduce contract costs by approximately $700,000 to $900,000 per year, such a reduction would come at the expense of adequate coverage, redundancy, reliability for secondary incidents, and compliance with CAL FIRE’s operational standards for the Cameron Park service area. As stated previously, neither the District nor CAL FIRE support a single-station operational model, and the current station locations do not provide a feasible opportunity to serve the entire community from one site.
Nonetheless, the attached cost schedule provides valuable insight into the baseline cost of a fully staffed, single-station operation, which supports the broader financial modeling within this Sustainability Plan. It reinforces the conclusion that while two stations represent a more substantial financial commitment, they remain essential to providing appropriate levels of service and maintaining community risk standards.


Scenario 3 — Joint Consolidation & Shared Station Development (JPA Option Included)
(Replacement of Station 88 through a Jointly Built and Operated Facility)
Overview
Examines development of a shared modern station with a neighboring agency through a cooperative structure, such as a Joint Powers Authority (JPA).
Operational Advantages
· Improved regional coverage
· Increased surge capacity
· Reduced duplicated facilities
· Opportunities for shared staffing, training, and support functions
· Long-term operational cost savings through shared services
Capital Considerations
· Estimated cost: ~$16 million
· Cost-sharing agreements reduce CPCSD’s burden
Timeline
· 4–5 years for planning, design, funding, and construction
Scenario 3 Summary
A strong long-term modernization strategy; not an immediate need.

Recommendation
Based on operational analysis, fiscal modeling, facility conditions, and input from CAL FIRE leadership, Scenario 1 — Maintain Two Stations is the recommended service model for the Cameron Park Community Services District. This configuration provides the most effective and reliable framework for delivering fire and emergency medical services to the community.
This approach:
· Ensures adequate geographic coverage districtwide
· Provides operational redundancy for concurrent or major incidents
· Aligns with CAL FIRE operational standards and deployment practices
· Supports community expectations for service reliability
· Maintains long-term system stability and operational resilience
Alignment with Regional Initiatives
The CPCSD Board of Directors has formally expressed full support for the El Dorado Ready Initiative, recognizing its importance in strengthening countywide wildfire readiness, emergency response coordination, and regional resilience. The Initiative directly complements CPCSD’s two-station deployment model and supports the District’s long-term sustainability and risk-reduction goals.
CPCSD’s endorsement reflects the Board’s commitment to collaborative regional planning and its recognition that successful emergency response depends on strong partnerships and countywide investment in preparedness and mitigation.


Parks & Recreation Bond Coordination
The current Community Center GO Bond (approximately $750,000 annually) expires in 2030.
Staff recommends exploring a Parks and Recreation bond measure aligned with the GO bond expiration, to:
· Avoid overlapping tax burdens
· Create a tax-neutral transition
· Support long-term facility reinvestment

Bond & Funding Strategy
Fire Service Funding
A fire-only parcel tax is not recommended, as the District lacks a clearly defined capital need or compelling “why” to support such a measure.
Future capital-related fire funding mechanisms may be explored as facility needs evolve.
Parks & Recreation Funding
A Parks & Recreation bond measure in 2030 should be explored to maintain infrastructure funding without increasing overall taxpayer burden.

Proposed Timeline
2025
· Finalize plan direction and engage CAL FIRE
· Begin site evaluation for future Station 88 replacement
· Initiate regional partnership discussions
2026
· Conduct polling and financial modeling
· Evaluate fire and parks funding strategies
· Advance capital improvement planning
2027
· Refine ballot measure framework
· Begin public outreach and education
2028
· Potential fire funding initiative (if justified and supported)
2030
· Parks & Recreation bond aligned with GO bond expiration

Next Steps
1. Engage CAL FIRE Leadership
Review the plan, validate operational assumptions, and confirm Scenario 1 alignment.
2. Begin Long-Term Planning for a Future Station 88 Replacement
Identify potential parcels; determine triggers for replacement.
3. Explore Regional Partnership Opportunities
Evaluate shared facility concepts and JPA structures.
4. Develop a Comprehensive Funding Strategy
· Fire-only parcel tax is not recommended
· Assess future capital needs and funding mechanisms
· Begin planning for 2030 Parks bond
5. Establish a Multi-Year Capital Improvement Plan
Identify modernization needs for both stations.
6. Develop Public Engagement Framework
Prepare messaging and community education materials.
7. Return to Board for Policy Direction
Provide refined financial modeling and partnership options.

