Sacramento Metropolitan Fire District

10545 Armstrong Ave., Suite 200  Mather, California 95655  Phone (916) 859-4305e Fax (916) 859-3715

ADAM A. HOUSE EXECUTIVE COMMITTEE — REGULAR MEETING AGENDA
L THURSDAY, JULY 9, 2026 — 4:00 p.m.
Sacramento Metropolitan Fire District
10545 Armstrong Avenue, Boardroom, Suite 200, 2nd Floor
Mather, California
&
Remotely Via Zoom
Webinar ID: 827 3461 0232 #
Passcode: metro2101
Phone: 1 (669) 444-9171 or 1 (669) 900 6833

%@ Passcode: 838771796 #
https://us06web.zoom.us/j/827346102322pwd=SFILQ1Znd25RSmIhdXZVQVh4d1VWZz09

COMMITTEE MEMBERS
President John Costa
Vice President Robert Webber
Secretary Brian Rice

CALL TO ORDER & ROLL CALL

PUBLIC OPPORTUNITY TO DISCUSS MATTERS OF PUBLIC INTEREST WITHIN
COMMITTEE'S SCOPE INCLUDING ITEMS ON OR NOT ON AGENDA

CONSENT AGENDA Page No.
M Action Summary Minutes 2

Recommendation: Approve the Action Summary Minutes for the meeting
of May 14, 2026.

PRESENTATION & DISCUSSION ITEMS

1. Strategic Plan Update 4
(Chief Development Officer Jeff Frye)

2 Board Goal #4 Strengthen & Expand Communications: 53
Communications & Engagement Strategy
(Chief Development Officer Jeff Frye)

3. Fiscal Impact Analysis: Proposed Downtown DOVA Project 58
(Chief Development Officer Jeff Frye)

ADJOURNMENT
NEXT MEETING DATE: August 13, 2026

Posted on July 6, 2026

L] ) /
Mazni Rittburg, %C d

Clerk of the Board

*% No written report



Sacramento Metropolitan Fire District

10545 Armstrong Ave., Suite 200 * Mather, CA 95655 « Phone (916) 859-4300 * Fax (916) 859-3702

ACTION SUMMARY MINUTES

EXECUTIVE COMMITTEE
SACRAMENTO METROPOLITAN FIRE DISTRICT
Thursday, May 14, 2026
Sacramento Metropolitan Fire District
10545 Armstrong Avenue
Boardroom — Second Floor
Mather, California
&

Remotely Via Zoom
)

CALL TO ORDER

The meeting was called to order at 5:00 pm by President Costa. Committee members
present: President Costa, Vice President Webber and Secretary Rice. Committee members
absent: None. Staff present: Chief House and Board Clerk Rittburg.

PUBLIC COMMENT: None

CONSENT AGENDA

Action: Moved by Rice, seconded by Webber, and carried unanimously by members
present to adopt the consent calendar as follows: :

[ Action Summary Minutes
Recommendation: Approve the Action Summary Minutes for meeting of April 9,
2026.
Action: Approved the Action Summary Minutes.

PRESENTATION & DISCUSSION ITEMS

y Strategic Plan Update

(Chief Development Officer Jeff Frye & Integrated Communications Strategies)
Action: CDO Frye introduced Bill Mueller and Jerry Azevedo with Integrated
Communications Strategies (ICS) provided an overview of its strategic planning
philosophy and approach, emphasizing that effective strategic planning requires
a comprehensive assessment of both internal organizational conditions and the
external operating environment. ICS identified several major external trends
expected to influence Metro Fire over the next five years. The presentation was
provided as an initial check-in with the Executive Committee to confirm that the
consultants' assessment accurately reflects the District's current operating
environment before proceeding to develop strategic goals and implementation
strategies. Feedback from the Executive Committee will be incorporated into the
next phase of the strategic planning process.
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2. Board Goal Strategic Projects
(Deputy Chief Mitchell)
a. Project #2: Labor Management Communications
DC Mitchell reported that the project has progressed from the planning phase
into implementation, with no additional board direction currently requested. Chief
Mitchell stated that on April 17, district executive leadership and Local 522
leadership met to review the proposed labor-management communications
framework. The framework received positive feedback, with agreed-upon
revisions incorporated into the updated document. The revised framework has
been returned to Local 522 leadership for final review. The objective is to
establish a consistent communication process and unified messaging for district
leadership, Local 522, board members, and the membership. Chief Mitchell
stated that the revised process will be piloted at the next labor-management
meeting, after which staff will report back to the Executive Committee on the
results.

3. Executive Committee Appointments
(Vice President Webber)
Vice President Webber discussed the importance of maintaining continuity for the
Executive Committee, noting that the committee's work represents a new
approach for the District and that, after six months, initial progress has been
made. VP Webber recommended extending the current Executive Committee's
tenure by maintaining the existing committee membership for approximately 18
additional months. The recommendation included either extending the current
President's term or otherwise preserving the committee's continuity to allow
ongoing projects to progress. Staff reported that Board Policies and Procedures
currently require Executive Committee nominations to occur annually. Two
options were identified: 1. Amend the Board Policies and Procedures to allow
longer committee terms; or 2. Continue with the existing annual nomination
process and simply nominate the current Executive Committee members for
another term. Committee members agreed to continue discussing the matter and
indicated the issue could be brought before the full Board for consideration if
changes to committee appointments are desired.

ADJOURNMENT

The meeting adjourned at 5:31 pm.

John Costa, President

Marni Rittburg, Clerk of the Board

May 14, 2026 Executive Committee Action Summary Minutes Page 2
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-~ Implementation

Presented by Jeff Frye
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Where the Plan Stands Today

The 2026-2031 Strategic Plan is structurally complete and substantively underway,
consisting of five core components:

01 Organizational Identity 04 Strategic Go

- Mission, Vision, Value « Four Board-established priorities guiding the planning cycle

02 Operating Environment Assessment 05 Goal Implementation Template

- Goal 4 (Strengthen & Expand Communication) is fully
- Includes demand growth. f ° developed with sirategies, tactics. and assigned leads
facilities.

erves as the model for all remaining goals

- Foundation for all strategi

03 Planning Framework

- Five-domain structure guiding alignment and execution
- Board Enduring Goals (stable across planning cycle

« Board-led process for developing and monitoring goals
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Sacramento Metropolitan Fire District Strategic Plan 2026

Current State of Strategic Goals

Status of Implementation Development

' @ Complete & Ready for Implementation

Goal & Sirenainen & Expand Communica:on

{@ Structured Development Phase

/20 Y08 /

Goal 1 Care for All

structures intent

finalization
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How We Will Complete Goals 1-3

Structured Development Process

Each remaining goal will follow a three-step collaborative process:

Facilitated Working Sessions
-« Executive Committee members
« Internal stakeholders
» Subject-matter experts

Shared Fact Base Alignment
» Review of Operating Environment Assessment
- Ensure common understanding before solution development

Strategy Development
» Creation of defined strategies, tactics, and assigned leads
» Aligned to the Goal 4 implementation model
« Reviewed by Executive Committee prior to Board submission
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Strategic Plan 2026

Planning Cadence & Timeline

Goal 1: Care for All Our People

August-December 2026

Goal 2: Ensure Fiscal Stewardship

December 2026-May 2027

Goal 3: Service Delivery Innovation

December 2027

Goal 4: Strengthen & Expand Communication

Complete (June 2026)

Final Integration & Board Adoption

December 2027

Phased Completion Approach
This phased approach ensures:
» Data-informed decision-making
 Cross-functional alignment

- Realistic, implementable strategies
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Anticipated Questions

Why start with Communication Wha is responsible for completing

S o 5 . ; -
Why isn't the plan finished? (Goal 4)? Goals 1-32 Are we behind schedule?

Goals 1-3 involve complex The Board identified communication The Executive Committee, No. The framework is complete,
decisions that require analysis, as the highest immediate priority supported by Strategic Planning Goal 4 is underway, and the
collaboration, and organizational and provided the clearest strategic Staff and ICS, will lead remaining goals are progressing
alignment. The phased process direction, making it the ideal goal to development. Each goal will be through a deliberate, phased
ensures practical, achievable develop first. reviewed befcre presentation to the implementation process.

strategies with broad support. Board

Will work on the other goals wait What does the working session

i ion?
until 20272 orocess look like? Will the plan change after adoption?

No. Planning and implementation Each goal is developed through Yes. Progress will be reviewed
occur simultaneously. The District facilitated workshops that align quarterly, with formal environmental
will continue advancing priorities facts, identify strategies, define scans and updates at the beginning
while the remaining goals are tactics, and assign accountability. of each planning cycle to ensure
developed. continued relevance.
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STRATEGIC PLAN 2026-2031
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Fire Chief Adam A. House

Deputy Chiefs

Joseph Fiorica Administration

Tyler Wagaman Operations

Adam Mitchell Support & Emergency
Medical Services

Chief Development Officer
Jeffrey Frye

Chief Financial Officer
Dave O'Toole

Chief Human Resources Officer
Melisa Maddux

Assistant Chiefs

Ross Carollo A Shift

Michael Johnson B Shift

Joe Aldrich C Shift

Jon Rudnicki EMS

Chris Greene Training

Amy Nygren Fire Marshal

Tony Peck Wellness, Health & Safety
Parker Wilbourn Comms Center

\GE F

THE FIRE CHIEF

m
i

4 "f/ ‘1 /1

It is my honor to present our Strategic Plan, which
reflects our commitment to the people who make this
organization strong and the community we serve.
Developed in close collaboration with our Board of
Directors, this plan sets a clear path forward to
strengthen operations, support our personnel, and
enhance public safety.

Our top priority is taking care of our people. The
health, safety, and professional growth of every team
member is essential to maintaining a resilient and
effective organization. By fostering a supportive and
inclusive environment, we ensure our personnel are
empowered to perform at their best.

We are equally committed to responsible fiscal
stewardship and innovative service delivery. This plan
guides us in making thoughtful financial decisions,
modernizing operations, and embracing new
approaches that improve efficiency, readiness, and the
quality of service for our community.

Finally, communication and collaboration remain
central to our success. Strengthening dialogue within
the department, with our Board, and across the
community builds trust, transparency, and partnerships
that allow us to achieve our shared goals. | am proud
to serve alongside our dedicated team and confident
this plan will guide us forward with purpose and
accountability.

Sincerely,

Adam A. House
Fire Chief

P14
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BOARD OF DIRECTORS

John Costa Robert Webber Brian Rice
Division 9 | President Division 3 | Vice President Division 7 | Secretary

Cinthia Saylors Grant B. Goold Ted Wood
Division 1 Division 2 Division 4

Shawn Stark D’Elman Clark Gay Jones

Division 5 Division é Division 8
e Proudly Serving the Communities of
o
ré' Antelope Gold River
= Arden/Arcade Mather
(o) Carmichael McClellan
g‘ Citrus Heights North Highlands
@ Elverta Orangevale
i Fair Oaks Rancho Cordova
@ Florin Rancho Murieta
'Lg Foothill Farms Rlo Linda
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METRO FIRE

The Sacramento Metropolitan Fire District (Metro Fire) was established on December 1, 2000,
through the merger of the American River and Sacramento County Fire Protection Districts,
consolidating 16 predecessor agencies into a unified organization. Governance is provided by a nine-
member Board of Directors, each elected by residents of one of the nine geographical divisions within
the District, ensuring accountability and alignment with community priorities.

As the largest fire agency in Sacramento County and one of the largest in California, Metro Fire
delivers comprehensive fire protection, emergency medical services, and public safety programs
across 359 square miles, serving over 720,000 residents. The District’s jurisdiction includes the cities
of Citrus Heights and Rancho Cordova, most unincorporated areas of Sacramento County, and
portions of Placer County.

Metro Fire's mission extends beyond emergency response. Through a combination of fire suppression,
medical services, hazard mitigation, and community outreach initiatives, the District proactively
enhances public safety, strengthens community resilience, and supports the well-being of all residents
within its service area.

The District has 780 authorized positions, including safety, prevention, and support personnel, to
provide all-risk suppression and emergency medical services from 41 stations and 36 frontline
apparatus. In 2025, Metro Fire responded to 95,302 emergency calls within its jurisdiction, of which
84% were for medical aid. Additionally, the District is routinely deployed to local, state, and federal
emergencies, with 15 state deployments and three national in 2025.

Routine and emergency operations are managed by five battalion chiefs, with oversight provided by
an assistant chief assigned to a 24-hour shift. Metro Fire comprises the Office of the Fire Chief and
three branches: Operations, Administration, and Support & Emergency Medical Services.

Operations includes Suppression, Wellness, Health & Safety, Staffing, and RMS/NERIS.

The Administration Branch consists of Finance, Human Resources, IT & Communications, Training,
Special Operations, and Air Operations.

Support and Emergency Medical Services oversees Community Relations, Community Risk Reduction,
Fire Investigations, Emergency Medical Services, Mobile Integrated Health, Facilities, Fleet, Logistics,
and Planning & Development/Government Affairs.
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STRATEGIC PLAN 2026-2031

STRATEGIC DIRECTION
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PURPOSE & OUR FUTURE

MISSION

To provide professional and compassionate protection, education, and service to our
community.

The mission statement serves as a guiding compass for Metro Fire, clarifying its core purpose and
priorities. In strategic planning, it anchors all decisions and initiatives, ensuring that actions taken align
with the organization's fundamental values and objectives. By articulating what the District stands for,
the mission: statement provides clarity for employees, stakeholders, and the community, helping to
shape goals and measure progress throughout the strategic plan.

VISION

RESPECTING THOSE WHO CAME BEFORE

Forged from a long line of tradition, we are Metro Fire—working together to serve our
community with honor, integrity, and selfless devotion to duty.

WITH AN EYE TO THE FUTURE

To be the trusted partner and innovative leader delivering the highest level of all-risk service
to our community.

A vision statement serves as an aspirational description of what the organization hopes to achieve in
the future. It provides a clear picture of the desired long-term outcomes and inspires stakeholders by
outlining a shared goal. In strategic planning, the vision statement is important because it guides
decision-making, motivates employees, and aligns resources to fulfill the organization’s future
objectives. It acts as a source of inspiration and direction, ensuring all efforts are focused on achieving
the highest standards of service and leadership.

During the 2026 board strategic planning workshop, the consultant observed that Metro Fire’s
previous vision statement, “forged from a long line of tradition, we are Metro Fire—working together
to serve our community with honor, integrity and selfless devotion to duty,” did not align with
conventional standards for vision statements, which are typically aspirational and forward-looking.
The newly crafted vision statement was designed to inspire progress and innovation, yet the District
recognizes that history, culture, and tradition remain vital to the fire service. Therefore, Metro Fire
aims to blend the aspirational qualities of the new vision with the deep-rooted values reflected in the
former statement, ensuring both forward momentum and respect for tradition are integral to its
organizational identity.
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OUR PRINCIPLES

DEVOTION TO DUTY

At Metro Fire, we recognize that we are an important part of something bigger than ourselves. Many
of us have taken an oath to protect and safeguard the citizens of our communities despite the dangers
and risks involved. Each of us has a duty to do our part to create a positive outcome for our
community and the district. We each accept our role in the success of the District, and our customers
know they can depend on us to be reliable and trustworthy. ’

Our behavior and the way we provide services have a direct correlation to the public’s respect for and
support of our district. We take a proactive, forward-leaning posture, demonstrating the initiative to
address issues when we first see them. Accepting responsibility for the greater good and providing
our services with unwavering compassion—these are at the core of what we do in our devotion to
duty.

INTEGRITY

We adhere to a rigorous code of conduct built on honesty, courage, and accountability. We keep our
word and count on each other to do what we say we will ' do'as we said 'we would do it."We maintain -
integrity in relationships—with fellow members, the union, the public, our board of directors, and
stakeholders—seeking understanding through clear communication and promoting goodwill through
openness and transparency.

Accountable for our decisions and actions, we demonstrate the courage to own mistakes and use
them to improve next time for the common good of Metro Fire and those it serves. We bring empathy
and compassion to our work, being mindful of the human dimension required to be nice as we protect
and serve our neighbors. We do our best to walk our talk in all we do.

PROFESSIONALISM

Setting the bar high, we take pride in being the best of the best as we fulfill our duty to serve. When
we put on the uniform or take up our position, each of us proudly embodies the values and ideals of
Metro Fire.

We step up to set the example. We act in the best interest of the public, providing responsible
leadership, capable operations, and transparent management. We are well-trained and proficient in
the practical tools and knowledge required in our respective positions. We hone our decision-making
skills so that we are adaptable and flexible in the face of the inevitable changes in our work
environment. We take concrete steps to build our reputation as the pros who do things right.

TEAMWORK

We are the driving force of the organization, and our strength comes from the ability to work together
as a cohesive team. The way we interact with each other reflects the overall health of Metro Fire and
our ability to deliver services to internal and external customers.

To this end, we intentionally build trust with one another: showing respect, demonstrating self-
discipline both on- and off-duty, listening and providing emotional support, challenging team
dysfunction, and generally looking out for our teammates’ well-being. In order to best serve the
public, we first must take care of each other and ourselves.
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ASSESSMENT

11t PURPOSE OF THIS SECTION

Pl

A credible set of strategies must be based on an honest and clear-eyed assessment of the
external and internal operating environment and the forces affecting Metro Fire today and
expected over the planning horizon (the next five years). This assessment draws upon the Board’s
December 2025 strategic planning workshop, stakeholder interviews conducted during the
planning process, the District’s 2024 Standard of Cover, Capital Improvement Plan, and Annual
Comprehensive Financial Report (FY2023-24), and an independent review conducted by the
District’s strategic planning consultants (ICS Consulting) based on a review of Metro Fire
materials, interviews, and independent research.

wiit THE EXTERNAL ENVIRONMENT

The forces acting on the District from outside its organizational boundaries are significant,
compounding, and in several cases accelerating simultaneously — arriving not in sequence but all
at once. This is the defining characteristic of a VUCA operating environment (volatile, uncertain,
complex, and ambiguous) — a concept developed by the U.S. Army War College to describe
conditions that challenge rigid hierarchies, long planning cycles, and ineffective communication,
and reward organizations that are adaptive, fast-communicating, and resilient. The external
forces below compound each other, and their combined effects are what the new Strat Plan must
be built to withstand.

Service demand is growing faster than infrastructure. The Sacramento Region continues to
experience population growth, infill development, and urban densification across Metro Fire's
359-square-mile service area, which now encompasses approximately 770,000 residents." Over
the past decade, medical emergency calls have increased by approximately 30% and fire calls by
approximately 40%, while four out of ten medical calls now experience response times exceeding
20 minutes.” This growth is not matched by a proportional expansion of station coverage, unit
hours, or apparatus capacity. Response time performance — a core measure of public safety
effectiveness — is under structural pressure that cannot be resolved through operational
efficiency alone. New stations, repositioned resources, and long-lead capital investments are
required. Regional, state and national demands also put a strain on Metro Fire service capacity,
particularly as a large, all-risk agency. Regional mutual and auto-aid agreements consistently have
Metro Fire sending more resources out than it receives. At the state level, continued wildfire risk
and other disasters continued to strain the Mutual Aid system. Metro Fire resources are also
deployed outside of California, requiring backfill.

The call type mix is shifting in ways that strain traditional models. Emergency medical calls,
behavioral health incidents, and non-fire all-hazards events now constitute the dominant share of
Metro Fire's call volume. The District has begun responding to this shift — the Mobile Integrated
Health program, telehealth capability, and the Mobile Mental Health Partnership are making
headway — but sustainable funding for these programs remains a challenge, and the workforce
preparation, staffing models, and interagency coordination infrastructure to support them at
scale are still developing. The fire service model that Metro Fire was built on originally is
increasingly out of step with what Metro Fire does every day, and all signs point to this change
intensifying over time.
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OPERATING ENVIRONMENT ASSESSMENT, CONTINUED

The fiscal environment is tightening. Metro Fire enters this next planning cycle with flat revenue
growth anticipated over the near term. Property tax revenue, the District's primary funding base,
is sensitive to broader economic conditions and to the assessed value trajectory of the region.
There is a qualified positive on the fiscal ledger: Metro Fire is on track to fully retire its pension
bond debt in FY2025-26, a milestone that will free up debt service capacity for other priorities.’
However, this does not resolve the broader fiscal constraint. Measure O represents a substantial
and important capital investment commitment, but as a general obligation bond, its monies are
restricted to capital purposes and cannot be used to fund operations, overtime reduction, or
workforce investment. It does not address the District's operating cost pressures. California’s
broader fiscal environment — the CalPERS safety plan funded at 63.8% as of June 30, 2024, and
the ongoing cost structures of public safety labor agreements — creates a ceiling effect on the
District’s financial flexibility that will persist over the next five years (2026-2031).°

Labor markets for sworn and professional staff remain competitive. Recruiting and retaining
qualified firefighters, paramedics, and administrative professionals in the Sacramento region is
not a Metro Fire-specific challenge, but competing agencies are improving compensation
packages, and a national pipeline of sworn personnel has not kept pace with retirement rates and
attrition, creating chronic pressure on Metro Fire's workforce depth. Diversity hiring goals, which
the Board has identified as a priority, add a further dimension of complexity to recruitment that
requires intentional, sustained investment in pipeline development, not just point-in-time hiring
campaigns.

Mental health and behavioral health costs and responsibility are shifting toward fire. Across
California, the contraction of community-based mental health infrastructure, combined with the
limitations of law enforcement response to behavioral crises, has transferred a growing share of
mental health incident response to fire and EMS. This is not a trend Metro Fire can opt out of. It
is a structural change in the public safety ecosystem that will continue to shape call volume,
workforce wellness demands, and interagency coordination requirements. The question is not
whether Metro Fire will absorb this responsibility — it already is — but whether it can resource
and structure it effectively without exhausting its workforce through unmanaged demand
growth.

External policy and regulatory pressures are evolving. Changes to CAL FIRE coordination
agreements, CalOES reimbursements, state EMS regulatory frameworks, local LEMSA
credentialing requirements, and federal funding program eligibility criteria all create compliance
and adaptation demands on the District that consume planning capacity and may require
operational adjustments. The District must maintain situational awareness across this landscape
while executing a multi-year internal improvement agenda — a dual burden that requires
administrative capacity the organization has not historically built at scale.

INTERNAL CONDITIONS

Metro Fire's foundational strengths are real and significant. The District's scale — its regional
footprint, highly qualified and experienced personnel, depth of specialized capability, special
operations teams, and fulltime fire investigation function — gives it a structural capacity
advantage that smaller agencies in the region cannot match. Its 2024 Standard of Cover is an
evidence-driven, analytically rigorous document that provides leadership with an honest picture
of service delivery performance and a defensible basis for difficult resource allocation decisions.’
The District's governance structure is clear, its command structure is effective, and its external
reputation with partner jurisdictions, the broader fire service community, and the public is strong.

9.
P21



OPERATING ENVIRONMENT ASSESSMENT, CONTINUED

Measure O, approved by voters on November 5, 2024 with 68.12% in favor — clearing the two-
thirds supermajority threshold required for general obligation bonds — represents a strong voter
vote of confidence in Metro Fire and a substantial capital resource. Together, these strengths put
Metro Fire in a strong position to navigate the VUCA environment ahead.

However, the organization faces several persistent structural challenges that will not resolve
themselves without deliberate strategic attention.

A capital deficit gap. The District's Capital Improvement Plan identifies approximately $181
million in deferred maintenance and capital backlog.® Fleet replacement, facility condition, and
technology modernization all draw from a CIP pipeline that has limited slack. Every dollar
committed to catching up on deferred maintenance is a dollar unavailable for innovation,
expansion, or workforce investment. Measure O will address a significant portion of this backlog,
but capital deployment takes years, and the operational gap continues to accumulate in the
interim. This constraint will shape every strategic choice the District makes between now and
2031.

A structural overtime and staffing cost problem. Like many agencies, Metro Fire’s operational
model is heavily dependent on overtime to maintain minimum staffing levels. This is a symptom
of a staffing model whose authorized positions, actual filled positions, and operational minimums
are not in alignment. Overtime dependence drives labor costs upward, contributes to workforce
fatigue, elevates workers’ compensation and leave usage, and creates a chronic cycle of
exhaustion that undermines retention and morale. Without a deliberate, structured plan to
reduce overtime dependence, not merely manage its cost, the District will continue to fatigue its
workforce from within, regardless of what compensation packages or wellness programs it puts
in place.

A cultural and organizational cohesion challenge. The SWOT process surfaced what Board
members, staff, and labor representatives all recognize in different language: Metro Fire
continues to struggle to align its station-level culture and communication practices with
enterprise-level expectations. Internal communications are siloed, with limited grassroots
engagement and inadequate modern communication infrastructure. Having been identified as a
priority issue, the management team has begun to make practice changes, but more work lies
ahead.

An integrated planning and governance gap. Metro Fire has not historically operated with a
formalized, structured strategic planning process. Prior planning cycles produced documents that
did not generate the accountability, implementation follow-through, or organizational alignment
the Board expected. The December 2025 workshop itself called out the need for a new
approach. This plan's strategy section addresses that gap directly, but the framework is only as
strong as the organizational discipline and staff capacity that sustain it. Building an enterprise-
wide planning culture — one in which goals are tracked, strategies are owned, and results are
honestly reported — is itself a strategic objective. '

A succession and leadership continuity risk that is not yet systematically managed. The District's
pipeline for developing mid-level managers into future executive leaders has not kept pace with
the scale and complexity Metro Fire has reached, nor with the turnover. When experienced
personnel leave the institutional knowledge, relational capital, and operational judgment they
carry is not quick or easy to replace. Succession planning is viewed as both a weakness and a
threat in the Board’s own assessment.
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OPERATING ENVIRONMENT ASSESSMENT, CONTINUED
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THE CRUX: WHAT THIS PLAN MUST SOLVE

Taken together, the external forces and internal conditions described above converge on a
central strategic challenge that the new Strategic Plan must confront:

Metro Fire is a high-capacity, high-reputation organization operating under uncertain and
complex conditions of simultaneous demand growth and internal structural strain. Continued
success depends upon strengthening internal foundations like improved communications and
rapid planning and decision-making while building the organizational capacity to meet a
fundamentally different service and risk environment over the next five years.

This is not a single problem. It is an intersection of problems that compound each other. Fiscal
constraint limits the capital investment needed to meet demand growth; high overtime drives
workforce fatigue and discontent which undermines the labor-management cooperation needed
to implement change; and the absence of a strong planning culture means prior attempts to
break these cycles have not held. Each problem makes the others harder to solve.

The strategic goals that follow from this diagnosis directly address these challenges and put in
place practices to ensure regular accountability and follow-through.

Sources:
! Sacramento Metropolitan Fire District, Annual Comprehensive Financial Report (ACFR), Fiscal Year Ended
June 30, 2024. Service area: 359 square miles; population served: approximately 770,000.

‘% Sacramento Metropolitan Fire District, Measure O Voter Information Materials and' FAQ (2024). Call

volume figures: medical emergency calls up approximately 30%, fire calls up approximately 40% over the
prior decade; 40% of medical calls with response times exceeding 20 minutes.

* Sacramento Metropolitan Fire District, ACFR FY2023-24. CalPERS safety plan funded at 63.8% as of
June 30, 2024; pension bond debt expected to be fully retired in FY2025-26.

* Sacramento Metropolitan Fire District, Labor Agreements page (metrofire.ca.gov). Local 522 MOU
extended via side letter through June 30, 2026.

® Sacramento Metropolitan Fire District, 2024 Standards of Cover (completed 2024; referenced on
metrofire.ca.gov homepage).

¢ Sacramento Metropolitan Fire District, Capital Improvement Plan (CIP), as referenced in ICS Consulting
SWOT Assessment, April 2026. Deferred maintenance and capital backlog: approximately $181 million.

This section was developed in May 2026 and reflects conditions as of the 2025-2026 planning cycle.
It should be revisited and updated at each planning cycle’s outset as the environmental scan is
refreshed.
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STRATEGIC DIRECTION

Strategic planning is a foundational process that ensures Metro Fire remains forward-focused,
adaptable, and aligned with the needs of the community it serves. For future leaders and employees
of Metro Fire, this plan provides a roadmap for the organization’s priorities and direction over the next
five years. Through clear goals, thoughtful initiatives, and ongoing evaluation, strategic planning
supports the District's mission of providing professional and compassionate service. It also reinforces
a culture of accountability, innovation, and shared commitment to the greater good of the region.

During the Board workshop held in December 2025, as participants conducted a comprehensive
Strengths, Weaknesses, Opportunities, and Threats (SWOT) analysis, it became evident that Metro
Fire lacks a structured, formalized process for organizational improvement. This absence of an
established framework has contributed to communication breakdowns-and hindered the creation of a
unified strategic plan. Consequently, the Board's Strategic Goals reflect these challenges arising from
ambiguity in direction and communication, as well as perceived frustration among the Board of
Directors and members. Recognizing these challenges underscored the need for a more systematic
approach to planning and collaboration moving forward.

This section of the document is designed to address these persistent challenges by establishing a
robust strategic plan framework and an integrated planning process. Drawing on lessons learned from
previous strategic planning cycles, we propose a new framework to enable the Board of Directors to
carry out its responsibilities more effectively and efficiently. By refining the structure of our approach,
we seek to bridge the gaps between authority, responsibility, and communication, ensuring that all
stakeholders are aligned and empowered to contribute to our shared objectives. This new strategic
plan framework will define clear roles, processes, and expectations, fostering collaboration and
transparency and ultimately supporting Metro Fire's mission to deliver innovative, high-quality service
to the community.

Through this renewed planning process, we aim to create a foundation that supports continuous
improvement, strengthens organizational culture, and enables responsive decision-making. By
integrating best practices from past experiences with forward-thinking strategies, the Board of
Directors will be better equipped to guide Metro Fire toward its enduring goals and ensure lasting
value for all stakeholders.

STRATEGIC PLANNING

GOALS DOMAINS
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STRATEGIC FRAMEWORK

i
J o

Each planning cycle produces its own set of strategic goals, indicators, strategies, and implementation
pathways. These components are built on top of the strategic planning framework and reflect the
District's priorities for the current cycle.

2t PURPOSE OF STRATEGIC GOALS

The Board of Directors establishes the foundation for each strategic planning cycle by creating
Strategic Goals. These narratives define the intent, priorities, and expectations that guide the
District's strategic direction. Each narrative expresses why the goal is significant at this moment
in Metro Fire's evolution, identifies the problem or opportunity it seeks to address, and
demonstrates how the goal aligns with the Board's Enduring Goals. The narratives also articulate
the outcomes the Board expects to achieve over the planning cycle. By developing these
narratives, the Board ensures that the Strategic Plan reflects its collective voice, values, and
strategic intent, providing clear direction for the organization’s leadership and workforce.

it BOARD-LED DEVELOPMENT PROCESS
L NN )

s

The development of the Strategic Goals follows a structured, repeatable process that ensures
consistency, transparency, and alignment across planning cycles.

STEP 1: PRE-WORK AND BRIEFING MATERIALS

The consultant prepares a comprehensive briefing packet for the Board. This packet includes the
District's Mission, Vision, and Values; the Board’s Enduring Goals; an internal and external
environmental scan; input from the Board of Directors, Executive Team, labor representatives,
and subject-matter experts. Emerging operational themes are also summarized to provide
context. This preparatory work ensures that all participants begin the process with a shared
understanding of the District's current environment and strategic needs.

STEP 2: BOARD STRATEGIC WORKSHOP

The Board convenes in a facilitated workshop to reflect on the Enduring Goals, reviews
organizational strengths, weaknesses, challenges and opportunities, and identify priority areas
for the upcoming planning cycle. Through guided discussion, the Board provides direction for the
development of the Strategic Goals. The workshop serves as the creative and analytical forum
where the Board’s insights and expectations are captured and refined into strategic intent.

STEP 3: DRAFTING THE STRATEGIC GOALS

Following the workshop, the Strategic Planning Team drafts the initial Strategic Goals. Each draft
is written to ensure alignment with the Enduring Goals, integration with the District’s planning
processes, and consistency of tone and structure. The drafts are designed to accurately reflect
the Board's intent and are returned to the Board for review and refinement.
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5-YEAR STRATEGIC PLAN, CONTINUED

STEP 4: BOARD REVIEW & REFINEMENT

The Board reviews the draft narratives to clarify intent, adjust emphasis, and ensure alignment
with community expectations and organizational priorities. This step confirms that each narrative
accurately represents the Board’s strategic direction and communicates its expectations for the
planning cycle.

STEP 5: FINALADOPTION OF STRATEGIC GOALS

Upon completion of the review, the Board formally adopts the Strategic Goals. Once adopted,
these narratives become the foundation for strategy development, the guide for Executive
Committee work, the anchor for performance indicators, and the narrative frame for the
public-facing Strategic Plan. '

s CONNECTION TO THE STRATEGIC PLAN
LR ]
LN

00t FRAMEWORK
The Board'’s Goal Narratives serve as the bridge between the Enduring Goals, which define the
District’s long-term priorities, and the cycle-specific strategic goals, which focus on current
needs and opportunities. Through this connection, the narratives guide strategy development,
align the planning process, inform performance measurement, support resource allocation, and
facilitate communication with both internal and external stakeholders. This integration ensures
that the Strategic Plan remains Board-driven, operationally grounded, and responsive to the
evolving needs of the community and organization.

2 STRATEGY DEVELOPMENT PROCESS

Executive Committee and Strategic Planning Staff Collaboration

Once the Board of Directors has reviewed and approved the strategic goals and accompanying
Goal Narratives, responsibility for advancing those goals transitions to the Executive Committee
and the Strategic Planning Staff. Together, these groups translate the Board's strategic direction
into actionable strategies and projects that drive organizational performance. This phase ensures
that the Board’s strategic intent is operationalized through well-defined strategies, measurable
objectives, and structured implementation plans. The Executive Committee provides leadership
oversight and alighnment with organizational priorities, while the Strategic Planning Staff provides
analytical support, project management expertise, and documentation.

PHASE 1: STRATEGY DEVELOPMENT

Working under the guidance of the Executive Committee, the Strategic Planning Staff develops
strategies designed to accomplish each Board-approved goal. These strategies are informed by
operational data, stakeholder input, and resource considerations. Each strategy is evaluated for
feasibility, alignment with planning domains, and potential impact on service delivery, fiscal
stewardship, and organizational culture.
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5-YEAR STRATEGIC PLAN, CONTINUED

PHASE 2: PROJECT CHARTER DEVELOPMENT

The Board reviews the draft narratives to clarify intent, adjust emphasis, and ensure alignment
with community expectations and organizational priorities. This step confirms that each narrative
accurately represents the Board's strategic direction and communicates its expectations for the
planning cycle.

« Project Identification — A clear description of the initiative and its connection to the Board’s
strategic goals. '

+ Scope Definition — Boundaries of the project, including deliverables and exclusions.

« Goals and Objectives — Specific outcomes the project is intended to achieve.

« Indicators of Achievement — Quantitative and qualitative measures that demonstrate
progress toward the Board’s expectations. .

» Tactics and Timelines — Key milestones, components, and completion targets.

« Resource Allocation — Staffing, funding, and material resources required for execution.

» Implementation Framework — Defined responsibilities, reporting cadence, and integration
with existing planning processes.

This structured approach ensures that every initiative is documented, measurable, and aligned
with the District’s strategic architecture. :

PHASE 3: EXECUTIVE COMMITTEE REVIEW & BOARD PRESENTATION

After the Executive Committee and Strategic Planning Staff finalize each Project Charter, the
completed documents are presented to the full Board of Directors for review and
acknowledgment. This presentation provides transparency, confirms alignment with Board intent,
and establishes accountability for implementation. Once accepted, the Project Charters become
the operational instruments for executing and monitoring the Strategic Plan.

s OUTCOME

Through this collaborative process, Metro Fire ensures that strategic goals evolve into actionable,
well-managed initiatives supported by clear governance, defined resources, and measurable
outcomes. The integration of Board oversight, executive leadership, and planning expertise
creates a unified system for translating vision into results.
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ENDURING GOALS

The Board's Enduring Goals are the District's long-term priorities that guide all strategic planning and
organizational decision-making. Unlike the Strategic Goals, which establish priorities for the current
five-year planning cycle, the Board's Enduring Goals remain constant and provide the foundation for
the District's mission and future direction.

By focusing on outcomes that benefit both the community and Metro Fire personnel, the Board's
Enduring Goals reinforce a culture of excellence, accountability, innovation, and continuous
improvement. They ensure the District's mission, vision, and values are reflected across all aspects of
the organization—from emergency response and employee well-being to fiscal responsibility and
community engagement.

These enduring goals guide Metro Fire's strategies, investments, and daily operations while promoting
organizational resilience, accountability, and continuous improvement. They ensure the District's
mission, vision, and values are reflected across all aspects of the organization and provide the
framework for the Planning Domains and Strategic Goals that follow.

Ensure that the public served by the District continues to receive the best
quality fire protection, fire prevention, fire safety education, emergency
medical aid, and other emergency response services.

— ; e TR £ S —
. Ensure that the Board of Directors’ management of District activities is

' accomplished in an open environment to promote responsiveness to
public concerns and encourage public participation.

Foster productive community relationships with community entities and the
public.

. Provide appropriate and timely fiscal oversight to District operations.

TR . = = e L = e S G T e et

~ Ensure that the District has a fully qualified management team to addresé\““‘\»~\
. future challenges and opportunities, and that employees are qualified, well-
trained, properly equipped, and motivated to perform their duties.

N

- = L —— e E—— —

Foster a productive working relationship with District management staff
and promote a positive relationship with employee labor organizations.
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FOUNDATION .

Domain: A specified sphere of activity or knowledge.

Metro Fire organizes its long-term planning around five Planning Domains: Service Delivery
Innovation, People & Culture, Resource Management, Fiscal Stewardship, and Communications. These
domains provide a consistent framework for translating the Board's Enduring Goals into organizational
priorities, guiding decision-making, aligning resources, and measuring progress across the District.

Over the past several years, Metro Fire has developed numerous plans, studies, policies, and
organizational initiatives within each Planning Domain. Together, these efforts lay the foundation for
the 2026 Strategic Plan and demonstrate the District's ongoing commitment to continuous
improvement, organizational excellence, and exceptional service to the community. The following
pages highlight these foundational efforts and illustrate how they support the strategic direction
outlined in this plan. ‘ '

The five Planning Domains translate the Board's Enduring Goals and Strategic Plan into coordinated

organizational systems, ensuring that strategic priorities are supported through integrated planning,
resource management, and continuous improvement.

Planning Domains

o Ec?s;ri522 ,/-.’?' ° A!I Risk Response

T — P o Risk Reduction

o Externﬂ // 7t e AT 3 e Public Education
VS S e Service

Kt - .
/@@ % Delivery
S [novation

Fiscal People &
o Wages & Benefits Stewardship Culture e Take Care of the
o Services & Supplies Metro Fire Family
o Capital e Treat People with
Expenditures Resource Respect
¢ Reserves

Management

e Staffing Plan
e Revenue Forecasting
e Capital Improvement Plan
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SERVICE DELIVERY INNOVATION

Service Delivery Innovation is essential for first responders because the environments in which they
operate are constantly changing, with new challenges arising from evolving community risks,
technological advances, and shifting public expectations. By embracing innovation, first responders
can better protect lives and property, respond more efficiently, and adapt to complex incidents.
Innovation drives the development and integration of new technologies, refined operational
procedures, and evidence-based best practices. This enables agencies to deliver high-quality services,
optimize resource allocation, and maintain readiness for both routine and large-scale emergencies.
Furthermore, a culture of innovation supports continuous improvement, empowering personnel to
identify opportunities to enhance effectiveness and resilience. Ultimately, prioritizing innovation in
service delivery ensures that first responders remain capable, agile, and responsive to the diverse

needs of the communities they serve.

Previous Strategic Successes

> Standards of Response

» Community Risk Reduction

Standard of Cover (2026)

Established data-driven response performance
standards by evaluating community risks, service
demands, deployment strategies, and response
capabilities to ensure resources are positioned to
meet community needs.

> Crisis Response Planning

Community Risk Reduction Plan (2022)
Implemented a strategic framework to identify,
prioritize, and mitigate community risks through
prevention, education, engineering, enforcement,
emergency response, and evaluation.

’ Emergency Preparedness

Crisis Response Plan

Enhanced the District's ability to prepare for,
respond to, and recover from significant incidents
and operational disruptions affecting the
organization or community.

Emergency Response Plan

Strengthened emergency operations through
coordinated planning, defined response procedures,
and enhanced readiness for large-scale emergencies
and disasters.
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PEOPLE & CULTURE

People & Culture are vital for organizational improvement, covering employees' values, behaviors, and
systems supporting their growth. A strong culture fosters duty, accountability, and collaboration,
ensuring staff are qualified, motivated, and capable of providing high-quality service. Investing in
professional development, recognizing achievements, and promoting open communication create a
valued, empowered environment. This boosts morale, performance, and adaptability to community
needs. Ultimately, People & Culture ensures sustainable success by aligning employees with

organizational goals.
Previous Strategic Efforts

» Organizational Culture

’ Leadership Standards

The Metro Way (2020)
Established a shared culture, values, and
expectations for how we accomplish our mission.

b Succession Planning

Command Manual (2021)
Defined command expectations and leadership
standards for emergency incidents.

> Career Development

Firefighter Mentoring & Succession Program
(2023)

Strengthened workforce readiness and continuity
in mission-critical positions.

» Employee Support

Firefighter Career Development Guide (2023)
Provided a roadmap for promotional and in-rank
development opportunities.

> Digital Resources

Workers' Compensation Guidebook (2024)
Improved employee understanding of benefits and
the workers' compensation process.

HR, Training, and WHS Apps
Expanded access to employee information, services,

and wellness resources through the District intranet.
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RESOURCE MANAGEMENT

Metro Fire's duty extends beyond daily tasks. It ensures essential resources—personnel, equipment,
and funds—are available when needed. Achieving this requires long-term planning, forecasting
community needs, and aligning resources. This involves recruiting and training staff, upgrading
equipment, and managing budgets to maintain readiness. Through strategic planning, Metro Fire
keeps its teams prepared to respond effectively, ensuring quality service and community safety during

emergencies and regular operations.

Previous Strategic Efforts

> Service Planning

» Strategic Staffing

Municipal Service Review & Sphere of Influence
(2026) - A comprehensive study evaluating the
agency's ability to provide services, identify future
growth needs, and support long-term regional
planning and governance decisions.

> Capital Planning

Staffing Plan (TBD) - A strategic workforce roadmap

that aligns staffing levels, recruitment, training,
succession planning, and retention efforts with
current and future service demands.

> Operational Readiness

Capital Improvement Plan (2026) - A five-year
blueprint that prioritizes facility improvements,
apparatus and equipment replacements,
infrastructure upgrades, and major capital projects
needed to support community service needs.

’ Financial Sustainability

Service Delivery Plan (2024) - A resource
management roadmap that evaluates service
demands, deployment strategies, staffing
requirements, and operational resources to ensure
effective and sustainable service delivery.

Fee Studies (2020-2026) - Municipal user fee and
impact fee analyses that evaluate the true cost of
services and ensure sustainable funding for service
delivery and future growth.
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FISCAL STEWARDSHIP

Fiscal stewardship is crucial for organizations like Metro Fire, ensuring responsible financial
management to support operations, emergency preparedness, and innovation. Careful budgeting and
monitoring align resources with priorities and community needs. This approach allows investments in
training, equipment, and new technologies, enhancing readiness and service quality while maintaining
accountability. Incorporating fiscal stewardship into strategic planning helps the organization fulfill its
mission with integrity, adaptability, and excellence.

Previous Strategic Efforts

’ Financial Planning & Stewardship > Financial Accountability

Preliminary, Mid-Year, and Final Budgets (2026) Annual Comprehensive Financial Report (2025)
Established transparent and legally compliant Provided audited financial statements that

financial plans that guide how the District demonstrate fiscal accountability, transparency, and
allocates resources and invests in services. the District's overall financial condition.

’ Community Transparency

Community Annual Report (2025)

Expanded public understanding of District
finances and accomplishments through a concise
and accessible summary of key information.

COMMUNICATIONS

Effective communication is pivotal to building better organizations by fostering transparency,
facilitating collaboration, and ensuring accurate information flow across all levels. It enables the timely
sharing of goals, expectations, and feedback, strengthening trust and alignment between staff and
leadership. By establishing clear channels for dialogue and information exchange, organizations can
proactively address challenges, enhance decision-making, and drive continuous improvement.

Previous Strategic Efforts

.

> TBD > TBD
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CARE FOR ALL OUR PEOPLE

Ea People & Culture | Communications | Resource Management




(©) CARE FOR ALL OUR PEOPLE
Desired Outcome

Metro Fire fosters a workplace where every employee is valued, supported, and equipped to thrive, resulting
in a healthy, resilient, and engaged workforce prepared to serve our community.

Indicators of Achievement

« Employees are healthy, supported, and have access to comprehensive wellness, health, and safety
resources.

» Work-related injuries, illnesses, and workers' compensation claims are reduced through a
proactive culture of safety and prevention.

« Employee wellness improves, resulting in reduced unscheduled absences and increased workforce
reliability. '

« Metro Fire attracts and retains a highly qualified, engaged, and committed workforce.

« Employees report increased morale, resilience, and confidence in the organization's commitment
to their well-being. ‘

« Metro Fire is recognized as an employer of choice, resulting in fewer employees leaving for
opportunities with other agencies.

« The organization maintains sustainable staffing levels through effective workforce planning,
recruitment, and succession planning.

« Staffing levels and workforce planning support improved schedule stability and reduced reliance
on mandatory overtime.
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GOAL 2
ENSURE FISCAL STEWARDSHIP

Fiscal Stewardship | Resource Management | People & Culture
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(©) ENSURE FISCAL STEWARDSHIP

Desired Outcome

Metro Fire responsibly stewards public resources through sound financial management, strategic
investment, and long-term planning to ensure the organization remains financially resilient, operationally
effective, and positioned to meet the evolving needs of the community.

Indicators of Achievement

» Metro Fire maintains healthy financial reserves that strengthen long-term fiscal stability and
organizational resilience.

« Compensation and benefits remain competitive and financially sustainable, supporting the
recruitment and retention of a high-performing workforce.

» Voter-approved funding is managed transparently and fulfills the commitments made to the
community.

» Metro Fire's financial practices consistently demonstrate accountability, transparency, and
excellence.

» The organization successfully pursues and leverages grants, partnerships, and other funding
opportunities to enhance services and reduce reliance on traditional revenue sources.

» Financial planning keeps pace with community growth, ensuring resources and service levels
remain aligned with current and future demand.
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PROVIDE INNOVATIVE SERVICE
DELIVERY

Service Delivery Innovation | Resource Management | Fiscal Stewardship




) PROVIDE INNOVATIVE SERVICE DELIVERY

Desired Outcome

Metro Fire delivers exceptional, innovative, and adaptive emergency services through regional collaboration,
technology, strategic investment, and continuous improvement to meet the evolving needs of the
communities we serve.

Indicators of Achievement

o Strategic regional expansion enhances Metro Fire's ability to deliver high-quality, efficient, and
sustainable emergency services.

» Emergency response performance consistently meets or exceeds established service level
objectives.

» Innovative EMS delivery programs are sustainable, integrated, and improve outcomes for the
community.

o Metro Fire supports a coordinated Continuum of Care system that improves community access to
timely, appropriate, and integrated support services.

 Service delivery evolves with community growth through strategic deployment of personnel,
stations, and resources.

» The community experiences uninterrupted emergency service delivery through sustained station
availability and strategic deployment of resources.

» Fleet and emergency response equipment are reliable, well-maintained, and replaced through a
sustainable lifecycle management program.
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STRENGTHEN & EXPAND
COMMUNICATION

Communications | People & Culture




(o}
N
o
N
C
©
a
O
(o)}
a
]
©
o)
)
()]
()]
1=
(e
(0]
(<
fur}
()
=

©) STRENGTHEN & EXPAND COMMUNICATION

Desired Outcome
Metro Fire fosters a culture of transparent, timely, and meaningful communication that strengthens trust,
promotes organizational alignment, and builds strong relationships with employees, the Board, partners,
and the community.

Indicators of Achievement

« Employees are informed, engaged, and connected through consistent, transparent, and
meaningful internal communication.

» Leadership and employees maintain open dialogue that strengthens trust, collaboration, and
organizational alignment.

» Labor-management relationships are strengthened through proactive communication, shared
understanding, and constructive engagement.

» Leaders are equipped with the skills and tools to communicate effectively and consistently across
the organization.

« Community engagement programs and outreach opportunities strengthen awareness,
understanding, and trust in Metro Fire services, initiatives, and investments.

» Metro Fire maintains strong relationships with regional partners and jurisdictions through
consistent collaboration and communication.

» The Board and community have confidence and understanding of District priorities, initiatives,
and use of Measure O funding.
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STRATEGIES

Strengthen and
Expand
Communications

Between the Board

of Directors and
the Office of the
Fire Chief

TACTICS

|| Increase the Board's Executive Committee’s role in strategic
| planning and communications

LEAD

OFG

Submit monthly Emerging Trends reports for Board
| awareness

OFC

* | Develop comprehensive briefs with messaging frameworks,
| stakeholder maps, and milestone calendars for all Critical
| Issues

OFC

o | Develop full issue briefs and communications work plan for
t| all Public Trust Projects

OFC

OFC

ASD

ASD

Strengthen &
Expand
Communications
Between Labor
and Management

| Framework

Implement Predictable and Consistent Labor-Management
- | Collaboration Meetings
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| Communications

Strengthen &
Expand
Communications
Between the
Office of the Fire
Chief and all
Members

v ﬁ Executive Communications (All-Staff, Strategic

B || Direction/Policy)

ASD

Change Management Communications (New program
launches, reorganization announcements, leadership
transitions)

ASD

Recognition and Awards

ASD

Wellness, Health & Safety

ASD
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GOAL 4, CONTINUED
STRENGTHEN & EXPAND COMMUNICATION

STRATEGIES TACTICS LEAD

447 | Implement Fire Chief Voice and Visibility Strategy AS

Strengthen Public s | Integrated Stakeholder Engagement Matrix across all three CE
Trust | categories
448 | Federal & State Advocacy Plan CE
Z 4 | Local government partnerships CE
@f 25 | Enhance Community Relations programs COR
[ Ealy
I‘ 4 Business community engagement Pty
| ¥ EHRAE CRRD
7 | Business development programs P&D
‘| 12-Month Executive/Board communications calendar AS
©
()
@)
(a\]
(=
AL
a
A
oy AS= Administrative Services
R CE= Communications & Engagement
0‘3] COR= Community Relations Division
— CRRD= Community Risk Reduction
- OFC= Office of the Fire Chief
uo. P&D= Planning & Development
= 36
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Building Trust.
Strengthening Strategic Influence.

Presented by Jeff Frye
Prepared by Carmen Delgado July 9, 2026
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Why a Communications Strategy?

TOMORROW

Strong operational performance Strong operational performance

Limited proactive engagement Proactive stakeholder engagement

Uneven awareness ~  Broad community awareness

Reactive communications Strategic communications

Strong reputation among those who know us Strong reputation across the region

Metro Fire's operational excellence is well established. The opportunity is to elevate
public awareness, strengthen trust, and enhance strategic engagement.
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The Communications Strategy Stayahe‘ad—of-ch"anges in

policy, technology.

demographics, and
community needs.
EARN EMERGING
TRENDS

A unified framework for impact

Cultivate trust through
authentic engagement,
storytelling. and
consistent performance.

CRITICAL A
ISSUES Address active challenges

with transparent,
proactive, and solution-
focused communications.

These focus areas reinforce one another.
Re ztion strength reduces the burden of managing issues. Effective issue management builds reputation.
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How Communications Strategy Works

A stuctured 12-18 month execution plan with clear ownership, cadence, and
performance measurement.

Execution Structure Measurement
+ 12-18 month implementation framework - KPIs and performance dashboards

» Three integrated workstreams: - Reputation and engagement tracking tools
o Emerging Trends

o Critical Issues

Engagement Rhythm
o Public Trust g Ve

« Annual engagement calendar

G overnance + Quarterly reporting to Board

« Executive ownership assigned to all priority
areas Accountability

- Quarterly prioritization cycle - Defined roles, triggers, and escalation pathways
» Resource requirements clearly identified

This is a living operational strategy that connects communications activity directly to
organizational performance and public trust.
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Board Direction & Decisions

The Communications & Engagement Strategy requires shared ownership,
resource commitment, and Board affirmation to be fully activated.

SHARED OWNERSHIP

Trust is a shared responsibility
+ Requires Board & Executive co-
leadership
» Not a Communications Division
function alone
» Establishes organizational posture,
not just messaging

Recommendation:
Affirm Trust and Transparency as a
shared institutional priority

RESOURCES

Strategy requires capacity to execute
+ Current communications capacity is
constrained
+ Additional support may be required
for:
o Administration
o Reputation measurement
o Strategy support (Critical
Issues)
o Economic Development
Recommendation:
Prepare staff report for Board action

Recommended Action:

PRIORITIES

Board-confirmed focus areas
« Emerging Trends
» Critical Issues (4 identified
priorities)
« Building Trust and Transparency

Recommendation:
Confirm priority framework and issue
alignment

Endorse the Communications & Engagement Strategy framework and direct staff to prepare the Board presentation and

action items.
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PROPOSED DEVELOPMENT

The Downtown DOVA Project

A major new 28-acre entertainment and commercial district

located within our service boundary in Rancho Cordova.

@ 7,500-Seat Indoor Arena: Major community anchor holding
over 200 évents per year.

@ 800+ Hotel Rooms: Built to serve event crowds, visitors, and
travelers.

@ 640 Housing Units: Mixed-use residential spaces bringing new
permanent residents.

@ 140K Sq. Ft. Commercial: High-density restaurants, retail, and

entertainment.
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NEW SERVICE NEEDS

Identifying Service Level Requirements

Measuring service population helps to estimate the demand for service that the project will generate and identify the

appropriate level of service required to meet that demand.

# Residents

People living here need constant
24-hour protection. They represent

our baseline demand.

~1,600

s \Workers

Present during working hours.
Historically, they call for help at a
slightly higher rate .

~1,000

:&:‘ Arena Visitors

High-density event crowds create
large surges and proportionately

more demand.

~9,900
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RESPONSE STANDARDS

Urban Response

The proposed project is located in Station 66’s first due area, which requires an urban response based on the response standard
analysis in Metro Fire’s Standards of Cover study. Adopted service level objectives and benchmark performance statements to

respond to a maximum-risk commercial structure fire (such as an arena or hotel), require a coordinated response.

P61
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@ First Arriving Unit 2e3 Effective Response Force (ERF)
First responder unit capable of scene size-up, establishing Balance of resources and staffing required to effectively
incident command and providing initial resources. mitigate the incident.

© Travel Time: 4:00 minutes or less @© Travel Time: 10:10 minutes or less

@ Initial Resources: Crew must arrive with 700 gallons of © Resources: Minimum of 32 personnel on scene to

water and 1,500 GPM pump capacity. : perform rescue, search, and fire attack effectively.
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RESOURCE GAP

Evaluating Resource Needs

Current available resources fall short of the capabilities

needed to meet service level requirements.

Current Capabilities: Existing resources that can meet

adopted response time standards.
) 6 Engines

@ 1 Truck
7 4 Ambulances

(73 1 Battalion Chief

Resource Deficit: Required resources not currently

available within response time standards. =
A 2 Trucks i ‘
A 1 Battalion Chief . |




TIMING CHALLENGE

Accelerated Service Timeline

Metro Fire’s Fire Station Master Plan addresses these known service gaps by identifying the need for additional resources and

personnel to support new service needs related to Rancho Cordova's long-term growth; however, the proposed project

accelerates the new service timeline.

O, @
V .
Original Plan Project Speed
Build up resources slowly The arena and commercial
over 10 to 15 years as city district are driving service
growth naturally expands. demand ahead of schedule.

N
L3 M
tVf

Accelerated Need

Required resources must be
available at project buildout

to ensure community safety.

()
The Tax Lag

New property taxes from
surrounding growth areas

will take years to catch up.
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FUNDING NEW SERVICE

New Property Tax Revenue

The project will generate significant new property tax revenue
once built, which offsets our costs; however it is unknown

whether this new revenue will fully fund the cost of new service.

Bridging a Potential Funding Gap

As the rest of the surrounding growth area builds out over the
next decade, overall property taxes will rise enough to fully fund
these resources. In the meahtime, a temporary financing
mechanism may be required to bridge the financial gap to

ensuring adequate service levels.
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FISCALIMPACT ANALYSIS

Examining Project Impacts

Metro Fire has retained SCI Consulting Group to prepare a Fiscal Impact Analysis to calculate the recurring annual cost of fire

protection services that the proposed project will require at buildout and identifies how that cost can be funded.

$$S

Annual Attributable Cost

Study Framework

-> Service Demand: What demand for services does the project create?

Cost of Service: What does it cost to serve that demand appropriately?

Recurring Revenue: What recurring revenue will the project generate?

Funding Gap: What net annual cost remains to be funded?

vy v oJ

Financing Mechanism: What does temporary funding look like?
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PRELIMINARY ANALYSIS

Study Findings

Preliminary analysis estimates that new property tax revenue generated by the project will cover 79% of the cost to provide

service. A recurring annual deficit of $471,043 remains, which would burden existing taxpayers unless a new funding source is

established.
wentrapry Toes
Net Annual Deficit

A Community Facilities District (CFD) special tax is the recommended tool to recover the annual net attributable service
cost. The CFD should be sized to actual demand, conservative enough to protect the District, and predictable enough

that the developer knows what they're agreeing to.
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WHAT’S NEXT

Next Steps

Fiscal Impact Analysis has been provided in draft form, but

has not been finalized.

@ Stakeholder Review: Share draft analysis with the City of
Rancho Cordova and project applicants.

@ Validate Analysis: Update and finalize study as necessary to
incorporate new information provided by project applicants.

@ CFD Feasibility: Investigate CFD formation process and

requirements.

@ Board Review: Bring final Fiscal Impact Analysis to the Board

for review and direction.
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