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Executive Summary: 

Independent special fire control districts play an essential role in ensuring 

community safety across the State of Florida. Beyond the obvious duty of responding 

to fires, these departments are often the first responders at any kind of emergency, 

especially in rural areas like those served by Holt Fire District.  They also play a 

critical role in fire and accident prevention and safety. Developing the right 

performance measures, and then tracking those measures consistently over time, 

allows fire departments to evaluate and improve the quality and effectiveness of their 

services in all of these areas. Performance measures also provide fire departments 

with the data needed to show real results, areas for improvement, and departmental 

needs. Consistent, clear performance measures and reviews of the efficacy of these 

measures help fire departments justify budget requests and inform policy and service 

changes. 

 

I. Introduction – Performance Management & Reviews 

Performance management is the ongoing and systematic means of monitoring 

progress toward goals and ultimately improving results. Similarly, periodic 

performance reviews are a tool to analyze the effect of performance management over 

a given period. In order to improve results over time, the data collected and reported 

upon in performance reviews must be used in the decision-making process by 

legislative boards to enact policy for the agency to implement. Incorporating 

performance data into decision-making results in improved customer satisfaction, 

cost savings, and increased organizational efficiency. The goal of an initial 

performance review is to provide decision makers with data and evidence upon which 

to base policy decisions leading to better performance measures, which in turn leads 

to data-driven performance management and later, more effective performance 

reviews. 

 

II. Special District Background 

Special districts are used to provide a variety of local services and are funded 

through the imposition of ad valorem taxes, non-ad valorem assessments, fees, or 

charges on the users of those services as authorized by law. There are two types of 

special districts: independent special districts and dependent special districts. Special 

districts are governed generally by the Uniform Special District Accountability Act 

(the “Act”), which centralizes provisions governing special districts and applies to the 
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formation, governance, administration, supervision, merger, and dissolution of 

special districts, unless otherwise expressly provided in law. 

Holt Fire District is an independent special district originally established by 

Ordinance 84-38 by the Okaloosa County Board of Commissioners on December 18, 

1984.  In 2007, Chapter 2007-284, Laws of Florida established the District as an 

independent special district pursuant to Chapter 191, Florida Statutes. The 

Legislature expressed its specific intent that the District was recodified for the 

following reasons: 

(1) Comply with chapter 97-256, Laws of Florida, which calls for the 

codification of charters of all independent special fire control districts as 

defined in section 191.003, Florida Statutes, which were created by special law 

or general law of local application.  

(2) Provide standards, direction, and procedures concerning the operation and 

governance of the special fire control district known as the Holt Fire District.  

(3) Provide greater uniformity between the Holt Fire District and other 

independent special fire control districts.  

(4) Provide greater uniformity in the financing authority of the Holt Fire 

District without hampering the efficiency and effectiveness of current 

authorized and implemented methods and procedures of raising revenues.  

(5) Improve communication and coordination between the Holt Fire District 

and other local governments with respect to short-range and long-range 

planning to meet the demands for service delivery while maintaining fiscal 

responsibility.  

(6) Provide uniform procedures for electing members of the governing board of 

the Holt Fire District to ensure greater accountability to the public. 

The District operates one fire station equipped with fire-related equipment and 

apparatus, and is staffed by an all-volunteer firefighting force.  The District is 

governed by an elected five-member board of commissioners servicing four-year 

terms. 

III. Special District Performance Review 

In 2021, House Bill 1103 was approved by the Florida Legislature and the 

Governor, with an effective date of October 1, 2021.  The bill requires all independent 

special fire control districts and each hospital governed by the governing body of a 

special district or the board of trustees of a public health trust to undergo a 

performance review every five years, beginning October 1, 2022 (for independent 

special fire control districts), and October 1, 2023 (for hospitals governed by the 

governing body of a special district). The State of Florida’s Office of Program Policy 
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Analysis and Government Accountability (OPPAGA) must conduct performance 

reviews of those fire control districts located in rural areas of opportunity. The bill 

also requires OPPAGA to conduct performance reviews of all independent mosquito 

control districts and soil and water conservation districts by September 30, 2023, and 

September 30, 2024. The bill requires the annual financial report and annual 

financial audit report of all special districts to specify separately the total number of 

employees and independent contractors compensated by the district, the amount of 

compensation earned or awarded to employees and independent contractors, and 

each construction project with a total cost of at least $65,000 approved by the district 

to begin on or after October 1 of the fiscal year being reported and the total 

expenditures for the project. Those special districts that amend their annual budgets 

are required to file a budget variance report. The bill also requires the annual 

financial report and annual financial audit report of each independent special district 

that levies ad valorem taxes or non-ad valorem special assessments to include the 

rate of such levies, the total amount collected by the levies, and the total amount of 

all outstanding bonds issued by the district and the terms of such bonds. 

Notably, a “performance review” is not an audit.  As such, while some 

methodologies of a performance review borrow from procedures utilized in a 

performance audit, a performance review is not governed by traditional “Yellow Book” 

Government Auditing Standards issued by the Comptroller General of the United 

States.   

An audit involves performing procedures to obtain evidence about the amounts 

and disclosures in an entity’s financial statements. The selected procedures depend 

on an auditors’ judgment, including assessing the risks of material misstatement of 

the financial statements, whether due to fraud or error. In formulating risk 

assessments, auditors consider internal control relevant to the entity’s preparation 

and fair presentation of the financial statements in order to design audit procedures 

that are appropriate in the circumstances, but not for the purpose of expressing an 

opinion on the effectiveness of the entity’s internal control. Audits also include 

evaluating the appropriateness of accounting policies used and the reasonableness of 

significant accounting estimates made by management, as well as evaluating the 

overall presentation of the financial statements. 

In contrast to an audit, the objective of this performance review is to measure 

the level of accomplishment (performance) of the agency in terms of services provided 

and actual expenditures incurred in the delivery of services to the public in the review 

period. 

IV. Scope of Performance Review 

This performance review included an examination of the following issues 

identified by the Legislature: 
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• The special district’s purpose and goals as stated in its charter.  

 

• For each program and activity: goals and objectives, problem or need 

addressed, expected benefits, and performance measures and standards 

used to determine achievement of district goals and objectives.  

 

• The delivery of services by the special district, including alternative 

methods of providing those services that would reduce costs and improve 

performance, including whether revisions to the organization or 

administration will improve the efficiency, effectiveness, or economical 

operation of the special district.  

 

• A comparison of similar services provided by the county and municipal 

governments located wholly or partially within the boundaries of the 

special district, including similarities and differences in services, 

relative costs and efficiencies, and possible service consolidations.  

 

• The revenues and costs of programs and activities of the special district, 

using data from the current year and the previous 3 fiscal years.  

 

• The extent to which the special district’s goals and objectives have been 

achieved, including whether the goals and objectives are clearly stated, 

measurable, adequately address the statutory purpose of the special 

district, provide sufficient direction for the district’s programs and 

activities, and may be achieved within the district’s adopted budget.  

 

• Any performance measures and standards of the special district’s 

programs and activities using data from the current year and the 

previous 3 fiscal years, including whether the performance measures 

and standards  

 

o are relevant, useful, and sufficient to evaluate the costs of the 

programs and activities;  

o are being met; and  

o should be revised.  

 

• Factors that have contributed to any failure to meet the special district’s 

performance measures and standards or achieve the district’s goals and 

objectives, including a description of efforts taken by the special district 

to prevent such failure in the future.  
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• Recommendations for statutory or budgetary changes to improve the 

special district’s program operations, reduce costs, or reduce 

duplication, including the potential benefits to be achieved and the 

potential adverse consequences of the proposed changes. 

 

Similar to an audit, the performance review must be conducted in a manner to 

obtain sufficient, appropriate evidence to provide a reasonable basis for our findings 

and conclusions based on the performance review objectives and scope. We believe 

the evidence obtained provides a reasonable basis for our observations and 

conclusions. 

 

V. Methodology 

We conducted an introductory meeting in the spring of 2023 to introduce key 

team members, discuss project objectives and scope, and gain background 

information about the District and its operations. 

 

Subsequently, we submitted a questionnaire and information request on May 

1, 2023 and received detailed responses thereafter. Information requested, received, 

and assessed included operating information related to the District’s fire service and 

fire prevention activities and supporting functions relevant to the District’s 

operations. The information requested, received, and assessed was used to help us 

gain an understanding of the District’s operating environment and past performance 

related to the nine (9) tasks identified in the scope of work, and to document and 

report findings and conclusions. 

 

VI. Summary of Performance Review Findings 

The performance review consisted of reviewing and analyzing the nine (9) 

substantive issues directed by the legislature.  In summary, the District met or 

partially met performance standards related to those issues.  The findings are 

summarized in the chart below and are discussed in additional detail in the following 

section: 
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Research Results

Our research revealed the legislative purpose 

and goals of the District.
Met

Review Issue # 1: The special district’s purpose and goals as stated in its charter. 

Conclusion Recommendation

Review Issue # 3: The delivery of services by the special district, including alternative methods of 

providing those services that would reduce costs and improve performance, including whether revisions 

to the organization or administration will improve the efficiency, effectiveness, or economical operation 

of the special district. 

N/A

Research Results Conclusion Recommendation

Our research identified program areas, the 

needs addressed and expected benefits.
Partially Met

Implement policies for measuring 

performance, consider mergers as 

growth continues.

Review Issue # 2: For each program and activity: goals and objectives, problem or need addressed, 

expected benefits, and performance measures and standards used to determine achievement of district 

goals and objectives. 

Review Issue # 4: A comparison of similar services provided by the county and municipal governments 

located wholly or partially within the boundaries of the special district, including similarities and 

differences in services, relative costs and efficiencies, and possible service consolidations. 

Research Results Conclusion Recommendation

Research indicated the District's operational 

method and analyzed alternative service 

delivery options.

Met
Consider merger opportunities as 

growth continues.

Review Issue #5: The revenues and costs of programs and activities of the special district, using data 

from the current year and the previous 3 fiscal years. 

Research Results Conclusion Recommendation

There are no municipal governments within 

or adjacent to the District, and the County 

does not provide similar services.

Met
Consider merger opportunities as 

growth continues.

Review Issue #6: The extent to which the special district’s goals and objectives have been achieved, 

including whether the goals and objectives are clearly stated, measurable, adequately address the 

statutory purpose of the special district, provide sufficient direction for the district’s programs and 

activities, and may be achieved within the district’s adopted budget.

Research Results Conclusion Recommendation

Research revealed both the revenues and 

costs of programs of the District.
Met N/A

Research Results Conclusion Recommendation

Our research revealed a lack of Agency-

adopted goals and objectives, but that 

operational-level goals exist which are 

generally measurable, address the District's 

purpose,  and are achievable with the 

District's budget.

Partially Met

Adoption of formal goals and 

objectives, implement policies for 

measuring performance, reconsider 

merger as growth continues.
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VII. Narrative Findings 

 

• Issue #1: The special district’s purpose and goals as stated in its charter 
 

Conclusion: 

 

Met 

 

The intent of the Legislature in recodifying the District was, in basic terms, to 

provide uniformity in governance, operations, and elections.  The District meets these 

purposes and goals.  With respect to the fifth element set forth by the Legislature in 

the District’s charter, dealing with communication and coordination with other local 

government entities and planning, the District meets this purpose.  It is the 

prerogative of elected policy-makers to determine the extent of communication and 

cooperation with other local government entities.  In our review, we learned that 

communication and cooperation between the District and every nearby municipality 

and special district is better than it has been in recent history and the relationship is 

Review Issue # 7: Any performance measures and standards of the special district’s programs and 

activities using data from the current year and the previous 3 fiscal years

Review Issue #8: Factors that have contributed to any failure to meet the special district’s performance 

measures and standards or achieve the district’s goals and objectives, including a description of efforts 

taken by the special district to prevent such failure in the future.

Research Results Conclusion Recommendation

Research revealed a lack of Agency-adopted 

performance measures, but that operational-

level performance measures exist and are 

utilized. 

Partially Met

Implement formal District policies for 

measuring performance, such as 

response time targets and recruitment 

goals.

Review Issue #9: Recommendations for statutory or budgetary changes to improve the special district’s 

program operations, reduce costs, or reduce duplication, including the potential benefits to be achieved 

and the potential adverse consequences of the proposed changes.

Research Results Conclusion Recommendation

Our research revealed a lack of Agency-

adopted performance measures, but that 

operational-level performance measures exist 

and are utilized. 

Partially Met

Adoption of formal goals and 

objectives, implement policies for 

measuring performance, consider 

merger as growth continues.

Research Results Conclusion Recommendation

Few statutory options were identified to 

reduce cost or duplication and no budgetary 

options were identified.

Met Included in Narrative Section
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leveraged by the District to better serve its constituents.  In the case of adjoining 

special districts, the District has mutual aid with all, auto-aid with most, and these 

formal relationships are the best mechanism to provide fire service to all districts.  

Further, the District’s fire chief actively participates in coordinated monthly 

meetings with other fire chiefs in the local area.  These meetings provide a venue for 

arranging and coordinating joint training of operational forces, as well as encouraging 

the participating agencies to standardize equipment such as SCBA for inter-

operability in emergencies.     

 

It should be noted that, due to the number of legislative goals and purposes as 

set forth in the District’s recodified charter, there is substantial overlap between this 

review issue and several of the subsequent issues that were identified by the 

Legislature in HB 1103 which mandated this performance review (i.e., the numbered 

issues 1 – 9 by which this review is organized). 

 

• Issue #2: For each program and activity: goals and objectives, problem or need 
addressed, expected benefits, and performance measures and standards used 
to determine achievement of district goals and objectives.  

 

Conclusion: 

 

Partially Met 

 

The District does not have enterprise-level goals and objectives1 that were 

formally adopted by the board of commissioners, and consequently the District has 

not formally adopted comprehensive performance measures and standards to 

determine operational achievement of goals and objectives.  However, with respect to 

the overarching goal and objective of providing a first-response fire service and fire 

prevention efforts, the fire chief monitors operational performance by several 

industry-standard means, including using commercial software to track responses 

and response times and track the call types and response types to determine future 

training and equipment needs.  In addition, the fire chief has well-defined SOPs 

specifying how particular response efforts are made (i.e., responding to station for 

apparatus vs. direct to scene response).  The efficiency of the SOPs is measured by 

data collection and reporting through the implemented software. 

 

Due to the relatively small number of parcels in the District, which leads to a 

correspondingly small amount of non-ad valorem assessment revenue, the District is 

not able to fund professional strategic planning, or to implement performance 

measurement that would be expected with paid staff.  Although budgetary 

 
1  It should be noted that the fire chief provided written goals during the performance review, but it does not 
appear the District formally (i.e., by resolution or consensus at a public meeting) adopted these goals as a policy 
statement of the District.  The goals are realistic and attainable, with some having already been reached.  Further, 
progress toward the goals is generally measurable.  
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constraints significantly and substantially inhibit the District’s ability to provide a 

more robust (i.e., fully staffed and equipped) fire service, the District has a capable, 

trained all-volunteer force that (a) responds to fire service calls, (b) interfaces and 

integrates with adjoining special districts providing auto-aid and mutual-aid to the 

District and (c) efficiently uses the available resources to meet programmatic goals 

and serve the public. 

 

In addition to commercially available software used to monitor response times 

and call types, the fire chief also completes incident reports and provides truncated 

reports monthly to the board of commissioners.  These measures, while not formal 

performance measures, are an acceptable method of measuring aspects of operational 

performance in a timely and reasonable manner. 

 

Recommendations: 

 

The implementation of leading practices from the fire rescue industry can help 

the District better achieve industry standards which are used in external evaluations 

of program performance.  It is worth noting again, though, that budgetary constraints 

are both a contributing factor toward meeting goals and objectives, as well as a 

limiting factor in meeting goals and objectives. 

 

Industry standards are an attempt by an industry or profession to self-regulate 

by establishing minimal operating, performance, or safety criteria. One of the most 

well-known and respected standards organizations for fire service agencies is the 

National Fire Protection Association (“NFPA”). Since 1896, NFPA has developed 

standards directly affecting the fire service at the department level. NFPA develops, 

publishes, and disseminates more than 300 codes and standards intended to 

minimize the possibility and effects of fire and other risks. An example of performance 

measures that could be implemented includes maximizing the Emergency Reporting 

software, and tracking additional information, to compare performance against 

selected and relevant NFPA 1720 standards.  NFPA 1720 is generally recognized as 

containing minimum requirements for providing fire service to the community.  

Section 4.3.2 could be used by the District as a baseline performance measure to grade 

fire suppression response and effort:2 

 

 
2  It appears that all of the District’s geographic territory is a “rural area” and substantial portions are in a 
“remote area”, as defined in NFPA 1720.  
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A review of the District’s latest 12 month response effort for structure fire calls 

appears to indicate that the District’s response to structure fires likely may satisfy 

“meets objective” under NFPA 1720.   

 

Many, if not all, fire departments including the largest in the country, have 

difficulty adopting all NFPA standards for reasons such as limited resources or 

unfamiliarity with the standard. Small volunteer departments frequently face 

additional challenges in meeting NFPA standards due to lack of funding and very 

limited staffing. However, fostering and maintaining a safe and consistent 

environment for volunteers is a critical step to successful recruitment and retention 

of the District’s most valuable asset – its people. The secondary benefit is 

performance-based NFPA standards give the District a grading measure, or a 

performance measurement.  The District should continue efforts to implement, as 

and when possible, NFPA standards, especially those that can be adopted with 

minimal additional cost or manpower.  

 

• Issue #3: The delivery of services by the special district, including alternative 
methods of providing those services that would reduce costs and improve 
performance, including whether revisions to the organization or 
administration will improve the efficiency, effectiveness, or economical 
operation of the special district.  

 

Conclusion: 

 

Met 

 

As noted in the discussion related to issue #1, many review issues listed in HB 

1103 (such as this one) overlap with issue #1 because of the breadth of the legislative 

purposes. 
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A. Delivery of Services/Alternative Methods 

 

The District responded to 498 calls in calendar year 2022 with an average 

response time of 10 minutes, 16 seconds for fire-service calls.  Of the 498 calls, 276 

were in the nature of EMS calls or EMS assist calls, 47 were fire calls (building fires, 

brush fires and vehicle fires), 59 were non-fire vehicle accidents (including 

extrications), 96 calls were cancelled by dispatch while forces were en-route, and the 

remaining calls consisted mostly of requests for service, which are not generally 

emergency responses but are an important community service for a fire department: 

 

The District’s volunteers are dispatched to calls from the Okaloosa County 

Sheriff’s Department’s communication center by multi-site VHF radio.  Trained 

volunteer firefighters are typically outfitted with their own radio and PPE such as 

bunker gear.  It is normal for volunteers to respond directly to incident scenes for 

non-fire emergencies, and the District reports that volunteers frequently arrive on 

scene before Okaloosa County’s EMS arrives.  Although the District does not provide 

an EMS service, District volunteers play a vital role as first responders in treating 

and stabilizing patients prior to EMS arrival.  Okaloosa County pre-positions EMS 

units based on managers’ analysis of call volume in a given area, and availability of 

EMS units.  As a result, rural areas such as those found in the District are generally 

not served by EMS as well as more population-dense areas of the County.   

 

The fire service is a unique service in that, generally, there are not commercial 

alternatives and basically no governmental alternatives outside of fee-for-service 

arrangements with other jurisdictions and the traditional auto-aid/mutual-aid 

arrangements.  Auto-aid and mutual-aid, of course, require the giving of a service in 

exchange for receiving a service on an as-available basis.  Our conclusion is that there 

are no readily-available alternative methods of providing the service currently 

provided by the District, that would reduce cost or improve performance.   

 

B. Revisions to Organization or Administration 

 

The District is administered by its elected board of commissioners, as set forth 

by the legislature in the District’s charter and in Chapter 191, Florida Statutes.  The 

board delegates operational control to a fire chief, which is a traditional structure in 

Florida for special fire control districts.  The fire chief administers the fire service and 

coordinates operational responses to emergencies.  We do not believe any 

organizational changes or administrative changes would improve or enhance 

efficiency, effectiveness, or economical operation of the District. 

 

As growth occurs in the District’s geographic area and in the surrounding areas 

served by other special fire control districts, it is possible that adjoining special 

districts could each benefit from merger or consolidation.  This is far from a certainty, 
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however, because of the large geographic area involved in the rural portions of north 

Okaloosa County and the current non-ad valorem tax structure.   

 

As part of our work, we analyzed whether an ad valorem tax structure could 

improve the District’s performance or effectiveness.  As of 2022, the District is 

comprised of 2,323 separate tax parcels which generate revenue on a non-ad valorem 

basis of approximately $115,000.00.  The remainder of the District’s budget consists 

mostly of grants, impact fees and fundraising, for a total budget of approximately 

$229,000.00.  The total taxable value3 of properties within the District as of 2022 is 

$138,168,191.  Based on the taxable value, we then applied the millage rates of each 

special district in Okaloosa County to calculate an approximated amount that would 

be generated if the District were to levy an ad valorem tax similar to other districts: 

 

 
 

Ad valorem taxation would increase revenue for the District.  However, our 

conclusion is that this increase in revenue would not materially affect the District’s 

performance or effectiveness because the District is mainly limited by manpower.  

The District’s all-volunteer force responds as available, from various locations.  In 

contrast, a paid department would typically respond from the fire station.  Our 

research reflects that having 4 firefighters on shift 24/7 (a total of at least 12 full-time 

staff), with associated equipment, costs approximately $1,200,000-$1,600,000 per 

year, not including initial up-front costs of equipment.  This level of funding is not 

attainable in the foreseeable future with a millage rate typical of the area. 

 

 We also analyzed the expected revenue in a hypothetical consolidated district 

formed from the District and Baker Fire District: 

 
3  Taxable value is the assessed value of a parcel minus exemptions and is the value the tax collector uses to 
calculate the taxes due.  The just value is the property's market value. The assessed value is the just value minus 
assessment limitations such as Florida’s Save Our Homes constitutional amendment. 

Millage Rate:

3.40

2.25

2.27

2.75

3.7

2.874

Special District: Tax Generated:

$469,748.05

$310,862.68

$313,625.90

$379,943.28

$511,196.41

$397,075.26

East Niceville

Florosa

North Bay

Ocean City Wright

Okaloosa Island

Average:
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The expected ad valorem revenue for this hypothetical district still falls short of the 

necessary revenue to staff a full-time fire department.  Thus, while it might be 

possible to fund at least some paid positions, it would not be possible to fully staff a 

department with enough firefighters to meet NFPA standards for minimum staffing 

in a rural area.4  For remote areas, however, this hypothetical district scenario could 

likely meet NFPA 1720 standards for remote areas, especially with a combination 

department consisting of paid employees and volunteers. 

 

 Last, in terms of hypothetical consolidated districts, we also considered a 

hypothetical district consisting of the District, Baker and Blackman Fire Districts: 

 

 
 

In this hypothetical scenario the taxing district approaches the minimum funding 

level necessary to staff a full-time force of 12 firefighters (4 per shift).  There are 

notable drawbacks, however, such as the potential for a significantly longer response 

time from a centrally-located fire station, which would have to serve a very large 

geographic area.  Most of the hypothetical district would be “remote” under NFPA 

1720, which may help with grading performance based on that standard, but an even 

larger majority of the hypothetical district would grade poorly on the Insurance 

Services Organization (ISO) Public Protection Classification for the simple reason of 

being distanced from a responding fire station.5  In other words, while the revenue 

 
4  For a rural area, NFPA 1720 Table 4.3.2 calls for 6 on-scene personnel, which is the OSHA 2 in/2 out staffing 
level plus an on-scene commander and a pump operator. 
 
5  An ISO rating of 9 or 10, both considered unprotected, would be expected for any property lying more than 
5 miles from a responding fire station. 
 

Millage Rate:

3.40

2.25

2.27

2.75

3.7

2.874

Special District: Tax Generated:

East Niceville $1,246,176.66

Florosa $824,675.73

North Bay $832,006.18

Ocean City Wright $1,007,937.00

Okaloosa Island $1,356,133.42

Average: $1,053,385.80

Millage Rate:

3.40

2.25

2.27

2.75

3.7

2.874

Special District: Tax Generated:

East Niceville $1,427,171.75

Okaloosa Island $1,553,098.67

Average: $1,206,379.88

Florosa $944,451.89

North Bay $952,847.02

Ocean City Wright $1,154,330.09
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would support paid staff to provide a response, most properties in the District could 

potentially have a worse ISO rating because they would be farther from a responding 

fire station, which is a pass/fail factor that determines a higher ISO rating from the 

“unprotected” ratings of 9 and 10.6  These ISO ratings directly affect insurance rates 

provided by insurance companies who use the ISO models in underwriting property 

insurance.7   

 

In sum, under any hypothetical consolidated district we analyzed, there are 

some potential benefits but there are also significant drawbacks.  Of those drawbacks, 

the most important and most directly impactful is that a centralized fire station 

means a farther travel distance to most areas of the existing District.  However, some 

of this is mitigated because a paid professional staff will respond (versus the risk that 

sufficient numbers of volunteers may not be available to respond).  Our position is 

that consolidation or mergers must be carefully considered and planned, and must 

include community involvement and education of risks and benefits. 

 

• Issue #4: A comparison of similar services provided by the county and 
municipal governments located wholly or partially within the boundaries of 
the special district, including similarities and differences in services, relative 
costs and efficiencies, and possible service consolidations.  
 

Conclusion: 

 

Met 

 

 Similar services are not provided by Okaloosa County (other than EMS, which 

was addressed as a part of issue #3), and there are no municipal governments located 

wholly or partially within the boundaries of the District.  Consequently, there are no 

similarities in services provided.  A discussion of possible service consolidation was 

included in issue #3 above. 

 

• Issue #5: The revenues and costs of programs and activities of the special 
district, using data from the current year and the previous 3 fiscal years.  

 

Conclusion: 

 

Met 

 
 

6  ISO Class 9 is the area in a community which meets the ISO requirements for quality (within 5 miles of a 
responding fire station) and communications, but has an inadequate water supply.  ISO Class 10 is where a 
community does not meet the ISO’s minimum standard in any category, including any area more than 5 miles from 
a responding fire station.  
 
7  Some, but not all, insurance companies use the ISO classification for rating property insurance premiums.  
Most insurance companies utilize ISO-type data, even if they do not rely specifically on ISO ratings. 



 

15 

 The District contracts for the preparation of audited financial statements 

annually, prepared in accordance with Generally Accepted Accounting Principles 

(“GAAP”).  GAAP consists of a common set of accounting rules, requirements, and 

practices issued by the Financial Accounting Standards Board (FASB) and the 

Governmental Accounting Standards Board (GASB). GAAP sets out to standardize 

the classifications, assumptions and procedures used in accounting in industries 

across the US. 

 

 The following information is taken directly from the District’s annual audits: 
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• Issue #6: The extent to which the special district’s goals and objectives have 
been achieved, including whether the goals and objectives are clearly stated, 
measurable, adequately address the statutory purpose of the special district, 
provide sufficient direction for the district’s programs and activities, and may 
be achieved within the district’s adopted budget.  

 

Conclusion: 

 

Partially Met 

 

 A discussion of the District’s lack of formal enterprise-level goals and objectives 

was contained in the narrative for issue #2.  With respect to the legislative goal and 

the District’s generally accepted goal of providing fire suppression and responding to 

emergencies, the District has a capable, trained all-volunteer force that (a) responds 

to fire service calls, (b) interfaces and integrates with adjoining special districts 

providing auto-aid and mutual-aid to the District and (c) efficiently uses the available 

resources to meet programmatic goals and serve the public, all within the District’s 

budget.   

 

 Our recommendation is that the District adopt written goals and objectives 

that are attainable and sustainable with current and reasonably foreseeable levels of 

funding.  As noted in footnote 1, above, some of these goals and objectives exist in an 

informal sense, and are measurable by performance measures such as tracking call 

types, response effort and response time.  Additionally, our understanding from the 

fire chief is that existing SOGs essentially measure performance by providing 
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baseline response guidelines.  If nothing else, the District could periodically compare 

actual response data against the SOGs to document performance and, if needed, 

modify the measurement criteria (the SOGs) to attainable measures.8 

 

• Issue #7: Any performance measures and standards of the special district’s 
programs and activities using data from the current year and the previous 3 
fiscal years, including whether the performance measures and standards  
 

o are relevant, useful, and sufficient to evaluate the costs of the programs 

and activities;  

o are being met; and  

o should be revised.  

 

Conclusion: 

 

Partially Met 

 

 We previously noted that the District has not formally adopted performance 

measures, but the District tracks performance using a variety of measures such as 

Emergency Reporting software.  Through this software, the District tracks response 

effort (number of personnel responding and which apparatus is utilized), response 

time, and the type of call for which the District was dispatched.  This software – 

widely used in the fire service to monitor performance and provide the ability for 

managers to make data-driven decisions – is relevant, useful and sufficient for the 

purposes for which it is being by the District. 

 

 In a small agency, evaluating costs of programs and activities is challenging 

both from an expertise level (i.e., comparing or evaluating costs versus other like 

agencies) as well as a record-keeping level.  We are satisfied that the District is a 

good steward of public funds.  We recommend that at least annually, the board of 

commissioners direct one of its members to compare the District’s operating costs 

with other similar agencies in the area.  This is a minimal cost method of evaluating 

program costs.  

 

• Issue #8: Factors that have contributed to any failure to meet the special 
district’s performance measures and standards or achieve the district’s goals 
and objectives, including a description of efforts taken by the special district to 
prevent such failure in the future.  

 

Conclusion: 

 

 
8  To be clear, the fire chief adequately monitors the District’s response effort, and reviews this data to plan 
training for incident types, and response.  
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Partially Met 

 

We previously noted that the District has not formally adopted performance 

measures, but the District tracks performance using a variety of measures such as 

Emergency Reporting software.  Our assessment is that the District meets its overall 

goals and objectives, and performs satisfactorily. 

 

Inflation – a general increase in prices and fall in the purchasing value of 

money, is a significant threat to the District.  The District is unable to increase its 

non-ad valorem assessments to keep pace with annual inflation at the present time.  

The net effect if this trend continues is that the District will experience difficulty in 

replacing equipment and apparatus as it reaches end of life (EOL).  This is not 

currently a failure to meet performance standards, or goals and objectives, but it is 

enough of a threat in the near future that the District should plan to increase its 

assessments now so that it is not dependent solely on grants as EOL items need to be 

replaced. 

 

Our recommendation is that the District adopt discrete goals and objectives 

that are attainable and sustainable with current and reasonably foreseeable levels of 

funding.  Some of these goals and objectives exist in an informal sense, and are 

measurable by performance measures such as tracking call types, response effort and 

response time.  Additionally, our understanding from the fire chief is that existing 

SOGs essentially measure performance by providing baseline response guidelines.  If 

nothing else, the District could periodically compare actual response data against the 

SOGs to document performance and, if needed, modify the measurement criteria (the 

SOGs) to attainable measures. 

 

• Issue #9: Recommendations for statutory or budgetary changes to improve the 
special district’s program operations, reduce costs, or reduce duplication, 
including the potential benefits to be achieved and the potential adverse 
consequences of the proposed changes. 

 

Conclusion: 

 

Met 

 

 First, we did not identify any budgetary changes to improve the District’s 

program operations or reduce duplication.   

 

Second, we believe the legislature should revisit unfunded mandates in two 

areas: (A) the cost of furnishing audited financial statements is a substantial 

expenditure for the District.  This is not the fault of the auditing firm; to meet 

professional standards, the auditing firm must undertake a relatively similar level of 

effort to audit a $200,000 annual operation as it would take to audit a $3,000,000 
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annual operation.  We believe the legislature could accomplish its oversight objective 

by permitting a less intense level of annual financial review than requiring audited 

financial statements.  For example, for special districts with annual revenues less 

than $5,000,000 and which do not issue bonds, a CPA-prepared compilation report 

may be a better alternative than audited financial statements.  And (B), the cost of 

performance reviews performed every five (5) years is a tremendous strain on small 

special districts.  For special districts with revenues less than $5,000,000 and which 

do not issue bonds, and in particular special fire control districts which only provide 

a fire prevention and suppression service (versus multi-function special districts) we 

do not believe the cost of performance reviews are justified.  The limited programs 

offered by special fire control districts result in performance reviews where the 

required review issues have substantial overlap and are not likely to reveal 

significant operational benefits.  Putting every available dollar toward response 

efforts makes the most sense for taxpayers. 
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