
 

 

 

SUMMARY 
Required General Fund Reduction 
The majority of Portland Fire & Rescue’s (PF&R’s) $3.4 million reduction target is proposed to come from 
deferring capital projects and contributions to future replacement reserves. The bureau notes that these 
reductions have a limited operational impact on a one-time basis, but further exacerbates the ongoing 
estimated major maintenance and replacement gap of $1.0 million and may deplete the total reserve 
balance one year earlier than the original projection. Assuming carryover, the most significant impact 
would be reducing apparatus replacement contribution by $1.9 million or 77% of the total budgeted for 
FY 2020-21. A summary of the proposed reductions and corresponding CBO recommendations is 
provided below and full analysis can be found in the “Additional Analysis” section at the end of this 
document.  

Key Decisions for Council and Summary CBO Recommendations 
1. The bureau has submitted the required $3.4 million in required General Fund one-time reductions. 

CBO recommends $2.9 million of this total, based on the following. 

 $340,700 comes from reducing interagency agreements with CityFleet, the Bureau of Technology 
Services, and Printing & Distribution by $340,700 to better reflect actual planned spending. The 
bureau is also reducing its out-of-town travel budget by $55,000 for expenditures that likely will 
not happen due to the pandemic and $49,300 for repair and maintenance supplies. CBO 
recommends these reductions to be placed in a General Fund stabilization reserve given the 
minimal impact on bureau operations for FY 2020-21. 

 The remaining reduction results in significant cuts to the bureau’s capital and major maintenance 
budget. This has relatively minimal impact on a one-time basis, and will be partially offset if 
Council authorizes encumbrance carryovers from FY 2019-20. There is additional pressure on 
PF&R’s operating budget in the current fiscal year; as discussed further below, the bureau is 
working to manage unexpected personnel costs with relatively the same limited discretionary 
resources. Without the cushion of compensation set-aside available in FY 2020-21, the bureau will 
likely require additional resources to cover overtime, leave, and payout costs. As such, CBO also 
recommends that these resources are placed in the General Fund stabilization reserve, which may 
be reallocated in the Spring BMP based on updated personnel projections. 

 CBO makes this recommendation trying to balance the goal of building a reserve to help smooth 
likely future reductions in General Fund resources and potential unfunded current year needs, but 
also recognizing that cuts to major maintenance and replacements goes against City Financial 
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Policy. The City managed a previous replacement funding gap by going to voters in 2010 for a 
$72.4 million public safety general obligation bond, which included a significant investment of 
resources to replace critical apparatus and set a life-cycle replacement to prevent future costly 
replacements. More recently, PF&R has worked to start building a replacement reserve for Self-
Contained Breathing Apparatus since having to request General Fund resources to replace this 
critical safety equipment, but the $75,000 reserve transfer budgeted for FY 2020-21 – cut in the 
submitted reduction package – is far below what is required to fully fund future replacement 
costs. If this reduction and major maintenance reductions submitted by other bureaus are 
approved by Council in the current fiscal year, CBO recommends that budget guidance for FY 
2021-22 include guidance that any proposed cuts to major maintenance or future replacement 
are accompanied by reductions in inventory to help reduce the City’s liability and funding gap.  

 Given this, CBO does not recommend $500,000 in submitted cuts that exacerbate known ongoing 
funding gaps in PF&R’s budget, including building system and turnout replacements. This is 
discussed in further detail below under Additional Analysis.   

2. PF&R has submitted a total of $1.6 million in requested General Fund carryovers, including $1.1 
million of General Fund discretionary one-time encumbrances and $455,000 in Plan Review permit 
revenue carryover. 

 The impact of the proposed General Fund reduction on PF&R’s FY 2020-21 capital budget will be 
partially offset if Council authorizes the $1.1 million in General Fund discretionary encumbrance 
carryovers from prior year underspending. Approximately $830,000 of this total will complete 
purchase of two brush trucks, a water tender apparatus, new code enforcement software system, 
and firefighter turnouts. Another $255,709 will cover one-time COVID-19 personal protective 
equipment purchases. CBO recommends this request, as these costs meet the encumbrance 
carryover criteria1 and the bureau had sufficient FY 2019-20 General Fund discretionary 
underspending to fund this total. 

 PF&R is also requesting carryover of $455,000 in permit and fee revenue from its Plan Review 
section from FY 2019-20. This program exceeded cost recovery for both direct and indirect 
expenditures in the prior year, meaning that no General Fund discretionary resources were used 
to subsidize the program. This carryover is necessary to ensure that Plan Review has sufficient 
budget in FY 2020-21 to complete projects that paid their permits and fees in FY 2019-20. CBO 
recommends this request, which aligns with provisions in City Financial Policy 2.06 allowing 
bureaus to retain excess bureau-generated revenue. 

3. The bureau is requesting $577,849 in ongoing resources currently budgeted in a General Fund policy 
for Portland Street Response to create seven new permanent positions.  

 Included in this request is funding for two 3-person teams. The first team is expected to be in 
place by November 2020 for onboarding and training, with direct service in Lents anticipated by 
no later than February 2021. The second team is expected to begin training in April 2021 and start 
service in July 2021. 

 PF&R intends to use the $633,244 in one-time General Fund resources allocated in the bureau’s 

 
1 See additional analysis below for further discussion of turnouts. 
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FY 2020-21 budget for one-time program capital start-up costs, including vehicles, radios, tablets, 
and other equipment. 

 CBO recommends this request, as Council set aside $4.8 million in ongoing resources as part of 
the FY 2020-21 Adopted Budget for this purpose. The bureau may request a small amount of 
additional funding in the Spring Supplemental Budget depending on how program 
implementation progresses, but the remaining resources could potentially be reprogrammed on a 
one-time basis for other City priorities in FY 2020-21 or held in reserve to help mitigate 
anticipated General Fund revenue shortfalls in FY 2021-22. 

4. PF&R is reallocating external materials and services dollars to fund its $62,431 share of the new 
Community Safety Transition Director position. 

 As currently proposed, PF&R would need to reallocate resources in its base budget to fund the 
bureau’s share of these ongoing costs ($98,222) as an interagency agreement in FY 2021-22. The 
use of an interagency agreement indicates that services are being provided to PF&R, but those 
benefits to the bureau have not yet been fully articulated. 

 CBO recommends this request based on the fact that the position is moving forward through a 
limited term recruitment in FY 2020-21 and PF&R has balanced this cost in its current year budget. 
This is on top of PF&R’s additional efforts to incorporate unanticipated mid-year costs. CBO 
recommends the Public Safety Work Group continue to assess internal efficiencies within all 
participating parties to mitigate the impacts of interagency agreements on public safety operation 
budgets. 

Budget & Fiscal Monitoring: unexpected personnel costs driving internal reductions to 
minimize impact on frontline services 
 The majority of PF&R’s budget goes toward personnel costs. The bureau estimates that it will 

incur approximately $2.2 million in unanticipated personnel expenses in FY 2020-21 driven by 
higher than expected leave payouts at retirement ($500,000), the City’s new bereavement leave 
policy and employer-sponsored leave available under the Families First Coronavirus Response Act 
($1.0 million), and overtime costs from providing emergency medical support, investigations, and 
fire suppression related to protests ($500,000 - $600,000).  

 The high number of retirements further exacerbates overtime costs because it reduces the 
number of firefighters available in the traveler pool, which includes firefighters not assigned to 
specific stations who would otherwise be able to help fill shifts. As such, the bureau is 
experiencing higher overtime costs to maintain minimum daily staffing. The new recruit class 
graduating and joining the line in December will help to replenish the traveler pool, but be quickly 
offset by another wave of retirements in January. 

 The bureau demonstrated the ability to manage within constrained resources by significantly 
underspending its General Fund external materials and services and capital outlay budget in FY 
2019-20 in alignment with the Mayor’s Budget guidance to limit non-essential expenditures, 
coming in $3.7 million or 25% under combined appropriations in those categories2. However, this 

 
2 This was partially offset by costs that were covered by Federal Emergency Management Agency (FEMA) reimbursement. 
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is not much more than what PF&R has proposed to cut to meet the required reduction target in FY 
2020-21. As such, the bureau is working to manage the additional personnel budget strains by 
holding positions vacant, delaying strategic initiatives like expansion of the Community Healthcare 
Assessment Team (CHAT), limiting discretionary overtime, and further constraining external 
materials and services and supply budgets.  

 CBO recommends reserving as much in General Fund contingency and the General Fund Stability 
Reserve as possible to be available in the event that PF&R, along with other bureaus, are unable 
to absorb additional personnel costs in FY 2020-21. As noted above, there may also be one-time 
funding available in policy set-aside for Portland Street Response based on current projected 
program rollout that could be allocated to help cover these costs or other critical General Fund 
expenses if needed.  

 PF&R may receive some reimbursement from FEMA and the bureau’s PPE grant in FY 2020-21; 
current year COVID-19 related expenses total approximately $150,000, with another $390,000 in 
encumbrances. This may provide some limited additional capacity in the bureau’s external 
materials and services budget to cushion General Fund reductions. The bureau also expects to 
receive reimbursement for wildfire-related expenditures. 

 Although the majority of PF&R’s budget comes from General Fund discretionary resources, many 
of its Prevention programs are partially or fully backed by permit and fee revenues. Current 
projections indicate a revenue shortfall of approximately $950,000 due to the economic impacts 
of COVID-19. The bureau is requesting to offset this gap by a) carrying over $455,000 in excess fee 
revenue from Plan Review from FY 2019-20 that would otherwise fall to General Fund balance and 
b) allocating $495,000 in expected revenue from the state and county’s ambulance service 
provider. This is a critical revenue source to monitor in FY 2020-21 and moving forward to assess 
how revenue shortfalls may impact fee-supported positions.  

ADDITIONAL ANALYSIS 
Capital Improvement Plan Impacts of Submitted General Fund Reduction  
PF&R’s combined Requested Supplemental Budget would result in the following changes to the bureau’s 
FY 2020-21 Capital Improvement Plan.3 

 
3 *The bureau intends to allocate $75,000 annually toward future replacement of Self-Contained Breathing 
Apparatus (SCBA). Additional resources will be required to fully fund anticipated replacement costs in 12-15 years. 

**Due to COVID-19 delays, these roof replacements did not take place as scheduled in FY 2019-20. This cost is 
funded via a transfer from the Fire Capital Fund backed by the remaining proceeds from the 1998 Facilities General 
Obligation Bond. 
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City Financial Policy requires that bureaus that manage capital assets or equipment develop a funding 
plan to sufficiently support asset management and take steps to mitigate any anticipated funding gaps. 
PF&R has taken significant steps to develop a more robust Capital Improvement Plan to help ensure 
sufficient funding is available in future years to support its capital and equipment needs. The bureau is 
expected to have $8.3 million in its Fire Capital Fund at the end of the current fiscal year to help 
supplement its regular ongoing General Fund allocations to replace apparatus, equipment, and facilities.  

Based on City Financial Policy, CBO does not generally recommend cuts to capital replacement and major 
maintenance budgets. PF&R notes that the reduction options put forward reflect the least disruptive one-
time cuts to meet the full required 5.6% cut target of $6.5 million, given that the bureau is also limiting 
materials and services spending and holding positions vacant to help offset a potential additional 
personnel funding gap of $2.2 million in the current fiscal year. The bureau also already took $3.1 million 
in General Fund cuts in the FY 2020-21 Adopted Budget based on the Citywide personnel and materials 
and services savings that were used to help balance the total projected General Fund discretionary gap of 
$75 million.  

It is likely that General Fund reductions will be required as part of FY 2021-22 budget development, 
although specific Mayor’s guidance as well as the anticipated FY 2021-22 financial forecast has not yet 
been determined. CBO does not recommend that PF&R put forward reductions to capital spending or 
reserves without a corresponding reduction in inventory for future replacement. Past practices of one-
time cuts to major maintenance budgets have led to a large Citywide repair, rehabilitation, and 
replacement funding gap that grows the longer necessary major maintenance and replacement is 
delayed, increasing the financial liability and reducing service levels for future Portlanders. Voters have 
been asked to consider an increasing number of bond, tax, and levy options to support core municipal 
services, and the solutions must also include sustainable expense side reduction strategies.  

Based on the Citywide reduction strategies and bureau adherence to Mayoral guidance to limit non-
essential spending in FY 2019-20, the General Fund ended the year on balance with some excess revenue 
available. This provides some flexibility in taking further reductions in the Fall BMP, weighing the tradeoff 
of contributing to a General Fund stability reserve to help mitigate known and unknown budget shortfalls 
compared to the impact of specific reductions taken in the current year. Given this framework, CBO 
recommends the following capital and equipment reductions: 

• $2.2 million in apparatus replacement. This is partially offset by recommended General Fund 
encumbrance carryover. The bureau has sufficient resources in its reserve to continue the current 

Capital Project
FY 2020-21 
Adopted

Proposed GF 
Reduction

Requested 
Carryover

FY 2020-21 New 
Requested Total % Change

Apparatus Replacements 2,350,000         (2,200,000)       379,300            529,300                  -77%
Building System Replacements 350,000            (250,000)           100,000                  -71%
Turnout Replacement 250,000            (250,000)           200,000            200,000                  -20%
Firefighting Tools 180,000            (100,000)           80,000                    -56%
SCBA Replacement 25,000               25,000                    0%
SCBA Reserve* 75,000               (75,000)             -                           -100%
Fitness Equipment 67,000               (30,000)             37,000                    -45%
Code Enforcement Software -                      249,000            249,000                  N/A
Roof Replacements** -                      400,000            400,000                  N/A
Other 196,000            196,000                  0%

Total Capital & Capital Reserve 
Expenditures 3,493,000         (2,905,000)       1,228,300         1,816,300              -48%
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replacement schedule over the next ten years, and delaying purchase of apparatus does not 
generally increase the cost of future replacement. 

• $100,000 in firefighting tools. This is a scalable category that includes hoses, extraction 
equipment, cutters, spreaders, thermal imaging cameras, night vision goggles, and more. The 
bureau may be able to fund additional purchases later in the fiscal year if there is underspending 
available. 

• $75,000 transfer to the Self-Contained Breathing Apparatus Reserve. Canceling this transfer does 
not result in an impact to bureau operations in the current year, but identifying a more 
sustainable source of funding for full future replacement costs for this critical life and safety 
equipment will be a priority moving forward. CBO recommends that the bureau rebudget this 
transfer in the Over-Expenditure Ordinance if funding is available. 

• $30,000 for fitness equipment. This is scalable and not immediately critical for life/safety. This 
may be an option for further reductions to help backfill cuts to the other projects discussed above 
on a one-time basis since the bureau can likely accommodate replacement delays using 
underspending in future years.4  

CBO does not recommend the following reductions, which will likely lead to higher costs in future years: 

• $250,000 in building system replacements. The bureau has a known funding gap for replacement 
of building systems at PF&R’s 35 facilities, including HVAC, concrete, asphalt, overhead doors, 
water heaters, washers, and dryers. The five-year Capital Improvement Plan only has sufficient 
funding for the most urgent projects, and those that are delayed may result in asset failure or 
increased cost to repair. 

• $250,000 in turnout replacement and $50,000 in associated uniform costs. PF&R has been 
working toward a goal of ensuring that all frontline firefighters have two sets of turnouts 
(firefighting uniforms, helmets, and boots) to reduce exposure to carcinogens in between 
cleanings. However, the bureau currently has an annual estimated replacement gap of $183,000 
to maintain this standard,5 in addition to other uniform and clothing needs. PF&R has included a 
$200,000 encumbrance carryover request to partially offset the proposed reduction, as the 
bureau relies on year-end savings from other programs or expenditure line-items to help backfill 
funding gaps and increase inventory. However, this only serves to help complete FY 2019-20 
purchases, and does not reduce the gap for FY 2020-21 scheduled replacements. Although this 
may be an appropriate strategy for inventory items without replacement schedules that are less 
critical to life safety, budgeting adequate ongoing turnout and uniform replacement costs should 
be a priority moving forward. Given the known replacement gap and how critical turnouts are to 
firefighter health, safety, and wellness, CBO does not recommend the reduction. 

  

 
4 The bureau’s occupational nurse and Safety Chief have developed a planned replacement schedule for station fitness 
equipment based on useful life of major items (such as treadmills, bikes, etc.) as part of PF&R’s health and wellness initiative. 
5 This is based on an assumption of annual turnout purchase for 133 incumbents and 40 new hires at $2,500 per turnout (coat 
and pants).  
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SUPPLEMENTAL BUDGET CHANGES TO ALL FUNDS 
CBO recommends all changes as requested by the bureau, with the exception of $500,000 submitted as 
part of the reduction package submitted above.  

Current Bureau CBO Total
Revised Requested Recommended Recommended
Budget Changes Changes Revised Budget

Resources
Beginning Fund Balance 8,663,689$       -$  -$  8,663,689$       
Licenses & Permits 3,455,000$       (950,000)$         -$  2,505,000$       
Charges for Services 2,238,000$       -$  -$  2,238,000$       
Intergovernmental 675,000$           495,000$           -$  1,170,000$       
Interagency Revenue 10,484,468$     -$  -$  10,484,468$     
Fund Transfers - Revenue 75,000$             (75,000)$           -$  -$                   
Miscellaneous 210,700$           -$  -$  210,700$           
General Fund Discretionary 118,594,646$   (1,179,632)$      500,000$           117,915,014$   
General Fund Overhead 84,660$             -$  -$  84,660$             
Total Resources $144,481,163 ($1,709,632) $500,000 $143,271,531

Requirements
Personnel 116,465,822$   664,573$           -$  117,130,395$   
External Materials and Services 8,276,947$       62,048$             250,000$           8,588,995$       
Internal Materials and Services 7,751,005$       (278,269)$         -$  7,472,736$       
Capital Outlay 3,168,000$       (1,607,984)$      250,000$           1,810,016$       
Fund Transfers - Expense 75,000$             (75,000)$           -$  -$  
Contingency 8,744,389$       (475,000)$         -$  8,269,389$       
Total Requirements $144,481,163 ($1,709,632) $500,000 $143,271,531

SUPPLEMENTAL BUDGET CHANGES TO THE GENERAL FUND 

Current Bureau CBO Total
Revised Requested Recommended Recommended
Budget Changes Changes Revised Budget

Resources
Licenses & Permits 3,455,000$       (950,000)$         -$  2,505,000$       
Charges for Services 2,238,000$       -$  -$  2,238,000$       
Intergovernmental 675,000$           495,000$           -$  1,170,000$       
Interagency Revenue 10,484,468$     -$  -$  10,484,468$     
Miscellaneous 205,000$           -$  -$  205,000$           
General Fund Discretionary 118,594,646$   (1,179,632)$      500,000$           117,915,014$   
General Fund Overhead 84,660$             -$  -$  84,660$             
Total Resources $135,736,774 ($1,634,632) $500,000 $134,602,142

Requirements
Personnel 116,465,822$   664,573$           -$  117,130,395$   
External Materials and Services 8,276,947$       62,048$             250,000$           8,588,995$       
Internal Materials and Services 7,751,005$       (278,269)$         -$  7,472,736$       
Capital Outlay 3,168,000$       (2,007,984)$      250,000$           1,410,016$       
Fund Transfers - Expense 75,000$             (75,000)$           -$  -$  
Total Requirements $135,736,774 ($1,634,632) $500,000 $134,602,142
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