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Crook County Fire & Rescue  

Proposed Budget Overview and Long-Term Financial Plan 
 

Crook County Fire & Rescue’s Board of Directors has initiated the development and 
ongoing maintenance of a comprehensive Master Plan. The purpose of this plan is to 

institutionalize continuous improvement through a structured and predictable annual 

planning cycle: assess → plan → budget → implement → measure → improve. 

As part of this cycle, this document reviews the 2025–2026 budget year and provides an 

overview of the proposed 2026–2027 budget. It outlines measures used by the District to 

evaluate current operations and identify future improvement needs across the District. 

Additionally, it includes a ten-year outlook of capital improvement cost estimates. 

The document also presents a six-year financial plan, outlining key revenue and 

expenditure assumptions, along with a financial tracking framework to monitor and 

evaluate the District’s projected fiscal health over time. 
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District Profile 
Crook County Fire & Rescue data and statistics: 

• Population Served:   26,000 (Includes Fire District and ASA) 

• Fire District Area:   450 square miles 

• Ambulance Service Area:  3,000 square miles 

• 2025-2026 General Fund:  $12,664,119 

• 2025-2026 Operating Budget: $10,057,578 

• 2025 Assessed Value:   $3,318,970,161 

• Current Tax Rate:   $1.59 / $1,000 Assessed Value 

• Current Staffing: 
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Short Term Budgetary Considerations: 

 
Crook County continues to be one of Oregon’s fastest growing counties with several 
large commercial and residential construction projects underway.  Our revenue outlook is 
very good.  That said, as high value industrial properties, such as solar farms and data 
centers, come on the tax roll, their financial impact may be difficult to predict.  There are 
limited case studies state wide to rely on for predicting how stable these properties values 
will be.  There is a likelihood that these properties will fluctuate in value due to 
equipment changes, depreciation, or a tax appeal that requires the issuance of a “Potential 
Refund Credit” (PRC).  These variables and their impact on predictions should be taken 
as an educated guess.   
 
The District will continue to focus on maintaining the District’s service goals by keeping 
funded positions filled, slowly add staffing capacity, secure a location to train firefighters 
within the city limits of Prineville and plan for fire apparatus replacement and 
improvements as funding becomes available.   
 
 
25-26 Budget Implementation (Current Budget Year) 
 
In the 2025-2026 budget year, the District was financially sound.  The District budgeted 
for an overall revenue increase of 1% over the 24-25 budget year.  We will finish the year 
with an approximate 3% revenue increase from what was received last year overall.  The 
good news comes from a stronger than expected increase in property tax revenue at 
approximately 5.8%.  Even with several high value properties in tax valuation disputes, 
causing a “Potential Refund Credit” (PRC) to be issued, tax revenue received from new 
development resulted in a stronger number than was expected.  Revenue from ambulance 
billing will come in as budgeted.  We did not bring in revenue from impact fees this last 
year.  PILOT fees came in as budgeted.  Revenue from GEMT is predicted to be more 
than what was budgeted.   
 
In the 2025-2026 budget year, the District made progress toward accomplishing all 
budgetary objectives.   
 
We made improvements with consistent staffing at substations with much work yet to go.  
Last year Station 1201 met 100% of staffing objectives, Station 1202 was at 98% and 
Station 1203 was at 38%.  We continue to be challenged in keeping career positions full 
which affects our ability to have consistent staffing at the substations.   
 
Last year we had some success in increasing emergency response capacity.  During the 
year we staffed an additional response vehicle at station 1201 10.6% of the time.   
 
The training location we have used for the past few years in Prineville was developed by 
the land owner and no longer meets our needs.  We have constructed a training area at 
Station 1202 that is helpful with entry level academies, but because of its distance from 
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the majority of our crews it is not effective for daily training needs.  Additional work is 
needed to identify and secure a training location in Prineville.   
 
We successfully completed needed upgrades to our substations living areas in the last 
budget year.  Station 1202 and 1203 were refreshed with new flooring, counter-tops fresh 
interior paint and replacement of aging plumbing and electrical fixtures.   
 
We expect to take delivery of a new ambulance in September at a cost of approximately 
$350,000.  We are in a financial position to take on the additional financing payment in 
this upcoming budget year.   
 
With the better than expected revenue and a better than budgeted cash carry forward from 
the 24-25 budget year the Board approved a supplemental budget in January, increasing 
overtime and incentive line items in the General Fund as well as increasing the funding 
for the Fire Equipment Reserve Fund to purchase a needed SCBA compressor and an 
increase in funding for the Station Building Fund to complete improvements at the 
substations.  
 
We predict we will end the 25-26 budget year spending 92.6% of what was budgeted in 
personnel services and 91.8% of what was budgeted in materials and services.   
 
Proposed 2026-2027 Budgetary Objectives: (Next Budget Year)   
 

• Maintain consistent staffing of substations 

• Increase the District’s emergency response capacity by having an additional 
staffed response vehicle for the 1201 response area.   

• Maintain a location to train emergency response personnel. 

• Add a training Lieutenant position to the budget 

• Complete exterior maintenance projects at stations.   

• Fund Ambulance replacement, new ambulance delivery September of 2026. 

• Maintain the previously grant funded positions of Fire Prevention Technician and 

two Firefighter/EMS workers. 

 
 
Proposed 2026-2027 General Fund Revenue 
 
For the 26-27 budget year, overall revenue is budgeted to increase by approximately 6%. 
The rise is driven by a strong increase in property tax revenue.  This projected increase is 
due to three main factors: 
 

• Property tax valuation will increase at the statutory maximum.   

• Construction and new development growth in residential and light commercial 
properties will meaningfully increase the general tax roll.   

• Three high value properties, two solar farms and one newly constructed data center 
will be added to the tax roll within the budget year with significant affect. 
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We continue to consider that there are several high value properties that are currently in 
tax disputes creating a likelihood that a “Potential Refund Credit” (PRC) will be issued in 
the 26-27 budget year.  These disputes are associated with high value properties that have 
appealed a portion of their tax valuation.  Last budget year the issued PRC’s amounted to 
approximately $100,000. Most other revenue categories are budgeted to remain flat from 
last year with the exception of EMS fees for service which is predicted to increase by 3%.   
 
 
 

Taxes, 5,560,499 , 63%

Charges For Servie, 
1,935,193 , 22%

Interest, 160,000 , 2%

Other/PILOT/Service Fee, 
1,098,017 , 13%

Revenue

 
 
 
 
Proposed 2026-2027 General Fund Requirements 
 
The appropriation for the General Fund requirements is budgeted to increase by 
approximately 7% over last year.   
 
Material and Services line item increases reflect a 3% increase in most line items to 
account for inflation with larger increases for general liability insurance, CPR instruction, 
House Hold & Institutional (fire station general supplies) and On-Line Services.  The 
increase to the On-Line Services line items reflect our increasing reliance on technology 
and to take on the added expense of outsourcing our payroll processing.   
 
The appropriation for the Personnel Services line item increased by approximately 7.5% 
overall from last budget year.  This includes the addition of one Lieutenant to focus on 
training coordination and will add capacity in shift coverage when vacancies occur.  The 
increase also includes a significant rise in workers compensation insurance and a 6% 
increase in medical insurance.   
 
 



5-21-26 Budget Overview and Long-Term Financial Plan 
 

6 

Total  
Personal 
Services, 

7,784,387 , 
77%

Total 
Materials and 

Services, 
1,859,785 , 

19%

Total Capital 
Outlay, 

22,000 , 0%

Total Reserve 
Transfer, 

392,098 , 4%

Requirements

 
 
Proposed 2026-2027 Reserve Funds  
 
The transfer of funds from the General Fund to other funds are similar from last year for 
the Fire and EMS Equipment funds.  The Debt Service Fund is increasing with the 
purchase of a new ambulance.  The Station Building Fund was decreased due to the 
completion of major construction on the station in Prineville and updates to our 
substations.   
 
 
Proposed Debt Service Fund  
Fund Objective:  Payment of expenses including fees, principle and interest of financed                                                                  
monies.   
 
Debt Service is funded at $226,406.  This sum covers two legacy loan payments and one 
new loan for a new ambulance that we expect to take delivery of in September.  For the 
legacy loans, the apparatus loan from 2017 will be paid off in June of 2027.  The 
ambulance loan from 2021 will be paid off in April of 2028.  The new loan for the 
ambulance will be approximately $61,360 per year for 7 years and will be paid off in 
2032.  A new temporary finance agreement for $2,950,000 was signed in April of 2024 
for the station remodel.  Through this agreement with Business Oregon, a temporary 
agreement is in place during which the interest will roll into the principle of the loan.  
The temporary agreement will end within the next year when bonds are sold through the 
Oregon Bond Bank.  The sale date for the bonds has not yet been determined.  We are 
projecting the first payment on the construction loan will be in the December of 2027.  
The payment will be approximately $250,000 per year.   
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Proposed Capital Project Fund  
Fund Objective:  Record the resources and expenditures needed to finance the      
building or acquisition of capital items including facilities, equipment and apparatus.   
 
Capital Project Fund is not budgeted to receive funding from the General Fund this year.  
There are no expenses planned in this fund for the coming year. 
 
Proposed Fire Equipment Fund  
Fund Objective:  Provide the best fire equipment that is reasonable under our mission 
statement and is consistent with the firefighting needs of our district.  Comply with ISO 
requirements for structure engines, tenders and equipment taking into account the NFPA 
recommendations.   
 
Fire Equipment Fund is budgeted to receive $55,000. 
 
Maintaining and improving our stock of firefighting equipment, tools and personal 
protective equipment will remain the focus of this fund.   
 

 
Proposed EMS Equipment Fund  
 
Fund Objective:  Provide the best EMS care and equipment that is reasonable under our 
mission statement.  Comply with the State of Oregon requirements.   
 
EMS Equipment Fund is budgeted to receive $55,000.   
 
We anticipate delivery of a new ambulance this September.  The EMS Equipment Fund 
may be used to pay for the debt service payment on the new ambulance and additional 
equipment needed to place the ambulance in service such as a new cot and radios.  This 
year we will also maintain current equipment and consider the purchase of a command 
vehicle.     
 
 
Proposed Station/Building Fund  
 
Fund Objective:  Provide funds for new building projects.  Maintain and improve 
district facilities to support emergency operations and community needs.  
 
Station Building Fund is budgeted to receive $55,000.   
 
This money is focused this year on maintaining the District’s facilities including painting 
at the substation and asphalt maintenance.  We do not have any new construction planed.   
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District Measures for Current and Future Improvements Needs 

 

Section Description 

The Population Density, Property Risk, and Deployment Evaluation Summary 

provides a comprehensive overview of Crook County Fire & Rescue’s current service 
environment, combining growth trends, community risk classifications, and system 

performance. It evaluates how population distribution, increasing industrial and 

residential development, and geographic factors influence demand for fire and EMS 

services, and how effectively the current deployment model meets those demands. 

 

Purpose 

The purpose of this section is to inform budget planning and resource allocation by 

identifying gaps between community risk and operational capability. It supports data-

driven decision-making by: 

• Highlighting changes in population density and property risk across the district 

• Evaluating current deployment effectiveness, efficiency, and response 

performance 

• Identifying key service limitations, particularly in high-risk and growth areas 

• Providing a foundation for prioritizing investments in staffing, apparatus, 

facilities, and technology 

This aligns with CCFR’s broader planning framework, where documents serve both as a 
description of services and an evaluation of service delivery to guide strategic 

improvements and maintain performance standards. 
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Growth, Risk Environment, and System Overview 

1. District Growth & Emerging Risk Profile 

Crook County Fire & Rescue (CCFR) is undergoing a significant transition from a 

rural fire district to a mixed-risk environment driven by rapid population and 

industrial growth. This shift has fundamentally changed the district’s service demands 
and risk exposure.  

Key drivers include: 

• Expansion of large-scale industrial complexes (data centers) 

• Rapid development of multi-family housing and urban density 

• Continued growth in rural residential and WUI areas 

The district protects: 

• 450 sq. miles (Fire District) 

• 3,000 sq. miles (Ambulance Service Area)  

➡️ Core Challenge: 

The primary issue is not just call volume or population growth—but the ability to deliver 

timely, appropriate response across a large and diverse geographic area. 

 

2. Property Risk Classification Framework 

CCFR applies a four-tier property risk model to guide response planning and 

deployment: 

Property Risk Model 

Risk 
Category 

Description Typical Examples 
Operational 
Complexity 

Maximum 
Risk 

High life/economic loss 
potential 

Data centers, major 
industry 

Very high 

Special Risk Complex occupancies 
Apartments, schools, 
hospitals 

High 

Moderate 
Risk 

Standard occupancies 
Residential, light 
commercial 

Moderate 

Remote / 
Rural 

Isolated, low density areas WUI, farmland Variable 
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Key Observations: 

• Maximum Risk has rapidly increased due to industrial growth west of 

Prineville 

• Special Risk is increasing due to significant multi-family housing expansion 

• Moderate Risk continues to dominate geographically 

• Remote Risk creates long response times and access challenges 

 

3. Population Density Classification 

CCFR evaluates demand using four population density categories: 

Population Density Distribution 

Urban (>1000/sq mi)                → Concentrated in Prineville core 

Suburban (500–1000)                → Expanding residential zones 

Rural (<500)                       → Majority of district geography 

Frontier (>8 miles from a station) → Wide outer areas / WUI 

➡️ Key Insight: 

The district is predominantly rural/frontier, but risk concentration is urbanizing—
creating a mismatch between deployment model and risk density. 

 

Deployment Capability and System Performance 

4. Deployment Model (Four Principles) 

CCFR evaluates deployment using four operational standards: 

Principle Definition 

Appropriate Right personnel, equipment, training 

Effective Timely arrival to accomplish tasks 

Efficient Tasks completed with optimal resources 

Safe Meets all training and safety standards 
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➡️ Target performance: 

• 12-minute response time, 80% of incidents 

 

5. Current System Performance 

System Performance Snapshot 

Metric Current Performance 

Total Calls 2,778 

Within 12 min 78.9% 

Emergency Calls 580 

Emergency Within 12 min 77.8% 

 

Key Performance Findings: 

✅ Strengths 

• Reliable urban response (Station 1201) 

• Strong compliance with safety standards 

• High staff performance despite low staffing levels 

• Effective handling of moderate and rural risk incidents 

 

⚠️ System Constraints 

• Limited capacity for:  

o >2 simultaneous medical calls 

o Multiple fire incidents 

• Staffing variability impacts effectiveness 

• Mutual aid delays (~30+ minutes) limit system depth 

• Maximum risk response capability is insufficient 
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6. Station-Based Deployment Limitations 

Coverage & Staffing 

Station Area Served Call % Staffing Reliability 

1201 (Prineville) Urban + majority rural 77% 100% 

1202 (Powell Butte) Rural/suburban 7% ~98% 

1203 (Juniper Canyon) Rural/WUI 14% ~39% 

 

Critical Issues: 

• Station 1203 under-staffed → major coverage gap 

• Station 1201 overloaded with demand 

• Long travel distances = decreased effectiveness 

• System becomes inefficient during simultaneous events 

 

Risk Gaps, Strategic Issues, and Recommendations 

7. Critical Risk Gaps 

Risk vs Capability Gap 

MAXIMUM RISK  → HIGH GAP (Insufficient staffing, training, apparatus) 
SPECIAL RISK  → MODERATE GAP (Limited multi-unit firefighting capacity) 

MODERATE RISK → LOW GAP (Well-covered) 

RURAL RISK    → MODERATE GAP (Access & response time challenges) 

 

Key Risk Issues: 

1. Industrial (Maximum Risk) Deficiency 

• Over $6B in property value concentrated in data centers 

• Current response time: 12–15 minutes (to gate only) 

• Limited:  

o Training 

o Equipment  

o Access redundancy (single road access from station 1201 that can be 

compromised) 
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➡️ Conclusion: Current service level is not appropriate or effective for this risk tier. 

 

2. Multi-Family (Special Risk) Growth 

• Large apartment complexes (700+ units in development) 

• Challenges:  

o Limited ladder reach 

o Insufficient staffing for simultaneous operations (fire + evacuation) 

 

3. Rural & Frontier Challenges 

• Long response distances 

• Difficult access 

• Reliance on auto/mutual aid partners with long response times 

• Communication and infrastructure limitations 

 

8. Strategic Priorities 

Strategic Roadmap 

[Expand Staffing] → improves effectiveness & efficiency 

       ↓ 

[Modern Equipment] → ladder truck, engines, training capability 

       ↓ 

[Community Risk Reduction] → prevention + WUI mitigation 

       ↓ 

[Technology & Preplanning] → data-driven response improvements 

       ↓ 

[New Station 1204] → addresses industrial risk + system redundancy 

 

 

9. Core Recommendations 
 

1. Expand Staffing District-Wide 

• Improve:  

o Simultaneous call handling 
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o Response effectiveness 

o Coverage consistency (especially Station 1203) 

 

2. Modernize Apparatus & Training 

• Add:  

o Ladder truck for vertical response 

o Industrial firefighting training capability 

• Address aging fleet concerns 

 

3. Strengthen Rural/WUI Capabilities 

• Improve:  

o Access (driveways, addressing, gates) 

o Mapping and water supply identification 

o Communications infrastructure 

 

4. Enhance Community Risk Reduction 

• Expand:  

o Pre-incident planning systems 

o Inspection tracking tools 

o Defensible space programs 

 

5. Establish Station 1204 (Industrial Area) 

• Dedicated response to maximum-risk properties 

• Target: 6-minute response time standard 

• Required:  

o New station & training facility 

o Ladder truck + Type 2 engine 

o ~20 additional staff 
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10. Executive Conclusion 

CCFR is at a critical inflection point: 

• The district successfully manages moderate and rural risks today 

• However, industrial and high-density growth is outpacing current capabilities 

➡️ Target investments to: 

• Maintain and improve service reliability (constantly staffed stations and ability 

to answer multiple alarms) 

• Maintain and improve response effectiveness (response times) 

• Improve under-protected High-value, high-risk areas (Maximum Risk and Special 

Risk Property Classifications) 

• Transition CCFR into a modern, risk-aligned fire district (improvements in 

apparatus equipment and additional facilities) 
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Key Revenue and Expense Predictions and Tracking Framework  
 

This section includes assumptions used for predicting revenue and expenses over the 

next six years and a Long-Term Financial Plan spreadsheet designed to be a financial 

tracking framework used to monitor and evaluate the District’s projected fiscal health 
over time. 

Long Term Financial Plan Assumptions 
 

Crook County Fire and Rescue enacted a strategy in 2019 to leverage cash on hand 

to adjust our deployment model and increase staffing in the district's three stations. 

This strategy is based on the expectation that the district will receive a significant 

increase in tax revenue in the budget year 2027-2028. At that time, the 15-year tax 

exemption enterprise zone agreement for two large data centers will sunset and 

those structures and taxable contents will be placed on the tax rolls. The amount of 

the revenue increase is estimated to be approximately 25.35% of the district's 

taxable valuation.  

 

It is the District’s expectation that current and future spending plans should not cause the 
district’s minimum cash balance to drop below 33% of the predicted operational expenses 
(personnel services, materials and services). 
 
Please review the spreadsheet located at the end of this document. It shows the 

24-25 Budget Audited Actuals and then a seven-year revenue and expense 

prediction in correlation to the district's cash on hand. This spreadsheet can be 

used while reading the below expense and revenue summary. 

 
Expenses Predictions: 
The spreadsheet shows expense categories that are used to track spending year over 

year. Budgeted numbers build in flexible margins to adjust for unexpected 
expenses and revenue changes. 

• Personnel costs will increase at an average 3% annually. 

• Materials and Services will increase at an average 3% annually.   

• Budget-V-Actual year over year average will be 97% of personnel services and 

82% of materials and services. 

• Transfers to other funds will increase in 27-28 as new debt service begins on 

station 1201 remodel.  It will then decrease in 28-29 and 29-30 as current debt on 

apparatus is paid off.    

 

Spending goals shown on the spreadsheet consider the flexible margins built into 

the budget and can be adjusted during the budget year to account for unanticipated 

expenses or decreases in revenue. An approximate 3% margin is built into the 

personal services budget. This margin includes overtime expense and is primarily 
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used to maintain staffing levels when personnel are on vacation or sick leave. An 

18% margin is built into the material and services budget. This margin covers 

unanticipated utility and service type costs as well as unanticipated equipment 

purchases and maintenance. Capital outlay and transfers to other funds are 

budgeted but are not required and can be delayed or adjusted. The notable 

exception is fund transfers for debt service payments. 

 
Revenue Predictions: 
The spreadsheet shows revenue categories used to track long term projections. 

• In the 2026-2027 budget year we are predicting that three high value industrial 

properties will come on to the tax roll totaling a revenue increase of 

approximately 3% by themselves.  In our multi-year plan we individually track 

these and similar properties, which are predominately data centers and solar 

farms.  Because of their high taxable value and the likelihood of a fluctuation in 

assessed value, any changes could overshadow our general predictions of property 

taxes on residential, light industrial and commercial property.  In budget year 

2026-2027 we are predicting a 3% overall property value increase, 3% increase in 

general property tax from new development and a 3% increase from new high 

value properties coming on to the tax roll.  This reflects an overall 9% increase in 

total tax revenue for the budget year. 

• General assumptions for budget years 2027-2032 

o General property taxes on residential, light industrial and commercial 

property will grow at an assumed rate of 5%.  That is 3% from an increase 

in taxable value and 2% from growth.  This is a historically conservative 

number.   

o Ambulance income will grow at a rate of 3% year over year. 

o Revenue from GEMT will average $250,000 year over year. 

o Payments in Lieu of Taxes will come in as agreed upon by Enterprise 

Zone sponsors.  

o A negotiated service fee payment from a large data center will be 

$300,000 a year beginning 2022 ending 2031.   

o Impact fees from new tax-exempt construction will average $100,000 

annually. 

• Overall property taxes will increase in budget year 27-28 by an additional 25.19% 

as the first Meta data centers come onto the tax roll along with an additional large 

solar farm.   

• Overall property taxes will increase in budget year 28-29 by an additional 3.86%.   

• Overall property taxes will increase in budget year 29-30 by an additional 12.01% 

as the first of Apple data centers come onto the tax roll. 

• Overall property taxes will increase in budget year 30-31 by an additional 3.66%.   

• Overall property taxes will increase in budget year 31-32 by an additional 10.85% 

as the rest of the Apple data centers come on to the tax roll.   
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