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AGENDA

1. Recap of Fiscal Sustainability Study Session 
and Council Direction from November 10th

2. Debt Service Capacity Overview

3. Revenue Opportunities

4. Next Steps

AGENDA:



Revenues do NOT keep pace with the cost of maintaining services. 

Low staffing and comps remain10-20% below market, limiting 
service capacity

$370M+ in unfunded capital needs & coastal conditions accelerate 
deterioration. Each year of delay adds 8-10% to the cost

WHAT WE TALKED ABOUT:
LAYERS OF FISCAL CHALLENGES

Pacifica’s Fiscal 
Challenges are NOT 
One-Dimensional - 
They are Complex and 
Structural

Complex Challenges Require 
Solutions that are:
 Comprehensive
 Strategic, and 
 Multi-Layered
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BUILDING BLOCKS OF LONG-TERM FISCAL HEALTH
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Strengthen and Diversify Ongoing Revenues:
• Update Cost Allocation Plan/User Fees 

• Ensure service fees reflect true cost of service delivery to reduce the General Fund 
subsidy

• Modernize Development Impact Fees
• Align fees with infrastructure impacts, growth factors and current construction costs

• Conduct Compliance & Revenue Audits
• Business License Tax (BLT), Transient Occupancy Tax (TOT), Utility Users Tax (UUT), 

and Cannabis

• Maximize Grant Opportunities
• Pursue Federal, State and Regional grants for capital projects, climate adaptation, 

emergency preparedness and community programs

• Consider New Revenue Measure(s)
• Parcel Tax, BLT, TOT, UUT, InfranGO Bonds



INTEGRATED FISCAL 
SUSTAINABILITY FRAMEWORK:

BUILDING BLOCKS OF LONG-TERM FISCAL HEALTH

Sustainable City Requires a Stable, Competitive & Adequately 
Staffed Organization:
• Below-Market Comps Affect Recruitment & Retention

• Limits ability to attract qualified candidates and retain talent
• Result in higher turnover, overtime, service delays, and operational strain

• Invest in Workforce Capacity to Fill Key Vacancies
• Reduce vacancy-driven backlogs, improve continuity of operations
• Invest in ongoing professional development and training

• Strengthen Organizational Resilience Through Technology
• Modernize outdated systems (HRMS, permitting, project mgt, etc.)
• Reduce manual processes and continue smart investments in digital tools to increase 

efficiency

• Build Long-Term Capacity Across Departments
• Ensure appropriate staffing levels aligned with service expectations
• Address structural workload pressures (not just short-term vacancies)

 13.3% below peer cities in staffing 
≈25 FTEs short (est. $3.8M)

 10-20% below market in comp 
(est. $4-5M)
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Economic Vitality to Strengthen Pacifica’s Commercial Areas:
• Advance Economic Opportunity Sites

• est. ongoing revenue potential - $3.4M (increase over time)

• Revitalize Commercial Corridors Improvements, Branding, Placemaking & 
Business Attraction

• Improve streetscapes, signage/wayfinding, landscape
• Invest in branding, placemaking, and targeted business attraction based on the district’s character

• Support for Small Business Health
• Expand technical assistance (navigating permitting, financing, marketing, etc.), retention outreach and 

access to resources

• Streamline Development Process
• Develop clearer, checklists, improve process transparency and interdepartmental coordination

• Ensure Implementation Progress of the Economic Development Plan

• Align resources and staffing to prioritize and advance high-impact projects
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Housing is Not Just a State Mandate, it’s a Direct Fiscal & Economic Driver:

• Generate Stable Revenues
• each new home adds onetime (DIF, permits, utility hookup) and recurring (property tax, 

UUT,  Sales Tax, etc.) revenues

• Expand the Customer Base for Local Businesses
• more residents = more activities to support restaurants, services, and retail

• Strengthens Commercial Areas
• Mixed-use and infill housing near commercial areas strategically increase walkability & 

economic activity

• Supports the Local Workforce
• More housing helps retain residents and local workers in the community

• Housing Generates a Home-Based Economy
• With more residents work, shop and access services online, their homes become hubs of 

local economic activity, supporting local businesses and increasing overall spending.
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Partnerships Expand Fiscal Capacity Beyond the General Fund:
• Leverage Grants 

• for infrastructure, climate resilience, parks, community facilities, etc
• Maximize matching opportunities to stretch local dollars

• Grow Cross-Agency Collaboration
• Partner with Caltrans, SMC agencies, regional organizations to co-sponsor various projects, 

programs, events, etc.

• Financing tools such as CFD, EIFD 
• to offset infrastructure and city service costs for new development



COMMUNITY FACILITY DISTRICTS (CFD)
(SPECIAL TAX)

PROS

• Funds are available in short term to cover or 
reimburse costs

• Special Tax can cover Infrastructure Costs, 
Developer Impact Fees, City Operation & 
Maintenance Costs

• Can fund bonds or be used as pay as you go funding

• Does not affect General Fund revenue

• 50 units and above 

CONS

• Requires 2/3 vote by acreage (property 
owner or voters) to create 

• Creates a new tax and expense for property 
owner and future home or business owner

• Costs must be advanced to cover cost of 
creating the district & financing

• Developer pays initial Special Tax until 
property developed 



CFD EXAMPLE:
ATWELL MASTER PLANNED COMMUNITY

• Issuance of up to $25,000,000 in Community Facilities District 
(CFD) funding for Areas 5 and 6 in Atwell master planned 
community in the City of Banning. (Scheduled for late 2025 or 
early 2026). 

• Neighborhood and community parks, trails, a community center, 
and two elementary school sites.  The financing will include 
infrastructure improvements, fees and maintenance expenses.

• Maintenance services authorized to be financed are police 
protection services, fire protection and suppression services, 
ambulance and paramedic services, lighting of parks, parkways, 
streets, traffic signals, roads and open space, flood and storm 
protection and water quality improvement services.  



ENHANCED INFRASTRUCTURE FINANCE DISTRICT(EIFD)
(TAX INCREMENT DISTRICT)

PROS

• Approved by City Council (voter approval not 
required)

• Does not impose new taxes (reallocates 
growth portion of property taxes)

• Can be leveraged for the issuance of bonds 

• EIFD Bond issuance does not require voter 
approval

CONS

• Revenue may take 5 to 10 years to accumulate before bonding 
potential

• Diverts property tax growth revenue from General Fund 
(reallocate vs. new)

• Most effective when in partnership with other tax entities 
(typically County) 

• Requires Infrastructure Finance Plan (IFP)

• Large area needed to generate significant tax increment 
revenues



EIFD EXAMPLE:
CITY OF NAPA EIFD

• EIFD formed by City in July 2022 (without County)

• 3 Separate Areas - Downtown, Redevelopment Sites, Housing + 
Industry + Retail

• City dedicating 50% of tax increment to EIFD, not 100% 

• Infrastructure Finance Plan = broad list of projects & fund use 

• Goal = leverage funds for pay as you go or bond funding of 
infrastructure projects that can also drive "transformative land use" 



RECAP OF COUNCIL 
DIRECTION

COUNCIL DIRECTION FROM 
NOVEMBER 10TH:

Work with community education, outreach, strategy and 
polling consultants to:

 Assess feasibility of a Parcel Tax (Public Safety focus)

 Explore an infrastructure funding measure (focus on roads)

Consultant Support Includes:

 Community education and informational outreach

 Public opinion research and polling

 Testing support levels for various revenue options

 Ensure the Council has a clear, data-driven feasibility information before 
deciding whether to place a measure on the November 2026 ballot.



CONSTITUTIONAL DEBT LIMIT

• Constitutional Debt Limit for California Cities
• California Constitution (Article XVI, Section 18)

• Debt cannot exceed annual revenue without two-thirds voter approval

• Government Code (Section 43605 et seq)
• GO debt limited to 15% of gross assessed property value

• Alternatively, 3.75% of full market value



PACIFICA’S CURRENT DEBT CAPACITY

General Obligation 
Bonds (G.O. Bonds)

City’s legal debt limit is 
$319 M

Certificates of Participation 
(COP) or Lease Obligations

$1 M in annual debt service can 
secure $12.5 M - $15.5 M

Wastewater Bonds

$35.5 M capacity based on FY 
2025 pledged net revenues 

*Sewer rate study is underway

** $20 M WIFIA application currently 
pending



REVENUE & 
FINANCING 

TOOLS 
OVERVIEW

Measure What it is Revenue Approval Use of Funds

Business License Tax

20% increase on gross receipts or 
$100 base + $1.50 per $1k over $25k 

or
$100 base + $2–$3 per $1k

$88,570/yr - 
$490,070/yr Majority vote General Fund

Utility Users Tax Lower rate to 5% or keep 6.5%
Add utilities 

$2M/yr - 
$3.1M/yr Majority vote General Fund

Measure What it is Revenue Approval Use of Funds

Certificates of Participation Lease-revenue financing ≈ $15.5M per 
$1M payment

Council approval Capital projects

Direct Bank Loans Bank financing for capital $5M–$7M Council approval Capital projects

EIFD/CFDs Special tax district Varies Council approval Capital & services

Measure What it is Revenue Approval Use of Funds

Parcel Tax Flat/sq ft/land use or hybrid ≈ $6M/yr 2/3 vote Special tax only

GO Bond Property tax funded bond Up to $319M 2/3 vote Capital projects

Parcel-Tax-Secured Bonds Bond repaid by parcel tax Varies 2/3 vote Capital projects



QUESTIONS?
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