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Jefferson County Fire & EMS
Board of Directors Meeting Minutes
Date: August 20th, 2025
Time: 5:30 p.m.
Location: Station 1701, 765 S. 5th St. Madras, OR 97741

I. Call to Order
The meeting was called to order by the Board President, Scott Leeper, at 5:30 p.m.

II. Pledge of Allegiance
The Pledge of Allegiance was led by Scott Leeper, at 5:32 p.m.

III. Roll Call
Board Members Present: Board President Scott Leeper, Vice President Kim Stout, Director Ben Anderson
Krystal Hughes, Finance Manager
Tim Gassner, Attorney
Board Members Absent: Secretary Ryan Boyle, Director Rob Galyen
Staff Members Present: Chief Jeff Blake, Deputy Chief Micheal Lepin, Deputy Chief Kasey Skaar, Danielle Peckham
Staff Members Absent: Captain Trevor Beebe, Captain Andrew Glen, Jeff Codemo, Kayla Page
Community Members: Linda Larson, Phil Johnston
Zoom Attendees: “iPhone”- caller did not disclose identity 

IV. Agenda Approval/Adjustments 
The agenda was reviewed and no amendments noted. 
Motion: Vice President Kim Stout moved to approve the amended agenda. 
Seconded by: Director Ben Anderson
Motion Passed Unanimously. 5:32 p.m.

V. Presentations 
Audit Presentation – FY2023 Financial Statements
Presenter: Chris Mahr presented from Chris Mahr & Associates CPA’s
Chris Mahr reviewed the FY2023 financial statements and explained that the audit resulted in a disclaimer of opinion. He emphasized that this does not indicate errors in the financial statements, but rather reflects scope limitations where auditors could not obtain sufficient evidence. The primary challenges stemmed from the transition of Jefferson County Emergency Medical Services (EMS) operations into the District and the limited records available for certain balances.
Three areas prevented the auditors from applying standard testing procedures:
· EMS Accounts Receivable – Ambulance billing records from the former EMS biller (who passed away unexpectedly in June 23) were incomplete due to reclassification of tax id. Confirming outstanding balances with customers was impossible, and there were no alternative procedures to verify accuracy. Clarification to note EMS was under the responsibility of the new entity at this time for Quick books accounts receivables which is different when presented for EMS Accounts Receivable for Ambulance revenue which was justified and clarified.  
· Inventory of Medical Supplies & Equipment – A physical inventory count could not be observed due to timing (three week deadline), so auditors were unable to verify balances.
· Fixed Assets – EMS assets could not be fully distinguished from Fire assets, and prior auditors had questioned some balances.
Because of these scope limitations, the auditors issued a “no opinion” rather than a qualified or adverse opinion.
Chris also discussed several key pages of the financial statements with the Board. On page 12, EMS revenue was highlighted, including billing trends and collection concerns. Page 41 addressed capital assets and the EMS transfer, noting that assets are recorded at net book value (cost less depreciation), which may be less than their insurance replacement value. Pages 42–43 covered PERS and pension liabilities, explaining that when EMS staff were absorbed by the District, actuarial liabilities for their pensions would increase future PERS rates. FY2023 figures reflected only Fire District employees because PERS recognizes new groups the following year. Chris further reviewed information on rehabilitation projects, bonds, and the Griffin contract for facility upgrades. On page 45, the budget-to-actual comparison showed most spending was within budget, though Materials & Services exceeded the budget by about $100,000, primarily from EMS-related costs.
Audit deliverables included a four-page Required Communications letter, a two-page Internal Controls letter, and a Management letter. These covered significant audit matters, turnover in the Finance Director position, allowance for uncollectible EMS receivables, and delays in completing inventory counts. The management letter emphasized maintaining monthly reconciliations for payroll, liability, and credit card accounts; ensuring accruals are recorded in the proper fiscal year; monitoring appropriations to avoid over-expenditures; and documenting sole-source procurement for major purchases such as vehicles or equipment. It also recommended evaluating whether EMS receivables should be managed by a full-time billing staff member or contracted to an outside company.
Key discussion points and action items included:
· Chief Blake asked about documentation standards for sole-source purchases, such as the ladder truck. Chris advised maintaining written justification, quotes, inspections, or other due diligence in a procurement binder or e-binder, and offered to provide ORS references and sample sole-source language.
· Krystal acknowledged the time constraints in gathering EMS records (about three weeks) and thanked staff for their efforts. Chris stressed that circumstances—not performance—led to the outcome.
· A potential audit of the prior EMS year was discussed. Krystal explained that, because EMS is no longer a separate entity, a formal audit is not required. Chris offered to remain a resource for future questions, even though his firm will not continue as auditor.
· The Board briefly discussed staffing needs for EMS billing, weighing the cost of hiring a dedicated employee against contracting the service.
Chris closed by commending the District for its efforts under tight timelines and encouraged continued improvement of documentation, internal controls, and integration of EMS financial processes.

VI. Citizen Input 6:05 p.m.
Linda Larson addressed the Board regarding a July 14 check-register entry showing a $459 payment to “Blake & Sons,” noting the importance of avoiding even the appearance of self-dealing. Chief Blake clarified the payment was for materials purchased through his personal business at cost, with receipts provided and no markup, to support bond-funded building work performed on his own time and at a savings to the District. Chair Phil thanked Ms. Larson for raising a legitimate public-perception concern and explained that register entries may lack full context. Additional discussion covered ongoing bond-related improvements, including security doors, parking flow, low-voltage and internet wiring (with assistance from Captain Johnson and consultant Jay of Intune through Chiddix), scheduled ceiling and flooring inspections, and cleanup of minor water damage in the training room after heavy rain. The Board reiterated its commitment to transparency, cost efficiency, and compliance with Oregon ethics requirements.

VII. Approval of July 16th Board meeting minutes.
The Board reviewed the minutes from the July 16, 2025 meeting. A correction was noted to change the “Call to Order” from Ryan Boyle to Kim Stout. With that amendment, the minutes were approved as presented.
Motion: Director Ben Anderson moved to approve the July 16, 2025 minutes as amended.
Seconded by: Vice President Kim Stout
Motion passed Unanimously at 6:22 p.m.

VIII. Old Business 
A. Building Expansion – Timeline Update- Chief Blake
Chief Blake reported that work on the seismic and building project is approximately 95% complete, with only minimal items remaining before close-out. Two invoices for doors and lighting will be submitted to the State for reimbursement. He noted that a November occupancy date is anticipated for the new facility. Chief Blake and Deputy Chief Kasey Skaar are developing a comprehensive move-in plan so all District functions can transition to the new building, which will improve logistics and reduce costs for cooking, office space, and daily operations. Power has been connected in the new area, the concrete pad has been completed, and all painting is finished.

B. Audit Updates
The Board reviewed and discussed the Fiscal Year 2022–2023 Audit Report. Public comment was invited; none was offered.
Motion: Director Ben Anderson moved that the Board accept the Fiscal Year 2022–2023 Audit Report as presented and reviewed, in accordance with ORS 297.465, ORS 294.145, and GAAP standards.
Seconded by: Vice President Kim Stout
Motion passed unanimously at 6:29 p.m.
Vote on Motion – Acceptance of FY2022–2023 Audit Report
	Board Member
	Title
	Vote

	Scott Leeper
	President
	AYE

	Kim Stout
	Vice President
	AYE

	Ben Anderson
	Director
	AYE


NAYE: None
Official record of the District.

C. Spending Reduction Update- Chief Blake 
Chief Blake reported that the District’s agreement with the City of Culver remains under review by legal counsel. The current lease is in its eighth year of a ten-year term. Chief Blake noted that the contract has not been favorable to the District, particularly regarding square footage and utilities, but discussions with the city administrator are ongoing to build positive relationships and explore revisions that could reduce District expenses. Further updates will be brought to the Board as negotiations progress.

D. SCMC Transfers- Chief Blake
Chief Blake reported ongoing challenges with the rising number of patient transfers and related calls for service. He emphasized the need to evaluate how and when transfers are performed, as well as the appropriate payment structure. Options may include seeking grants or other lawful funding sources to ensure any supplemental income is handled ethically and in compliance with state requirements. Contracts for transfer services remain under review, and Chief Blake noted he does not want to expose the District to unnecessary liability.
He further highlighted concerns about staffing depth, noting that increased transfer activity and major recent incidents have required extensive use of volunteers to backfill shifts. Over the past six weeks, crews have prevented potentially catastrophic losses during several fires, but this has placed added pressure on available personnel. Chief Blake stated that statewide staffing challenges continue and recommended examining the District’s staffing model to improve coverage and modernize operations in response to growing service demands.

E. Union Negotiations- Chief Blake
Chief Blake reported that, while formal negotiations with the union are not currently underway, management has been working cooperatively with union representatives through work sessions on contracts and related items. He noted that communications with the union have been positive and constructive. Captain Glen confirmed that a work session is scheduled for August 29.

IX. New Business
A. Board Policies/ acknowledgement of Board Members
The Board discussed updated Board Policies and acknowledged the newly appointed members who were sworn in on July 16, 2025. It was noted that the policies are still being finalized; however, the Board affirmed its understanding that once complete, the policies and procedures will be followed.
Motion: Vice President Kim Stout moved to acknowledge the newly appointed board members sworn in on July 16, 2025, and to affirm the Board’s intent to comply with the updated policies once finalized.
Seconded by: Director Ben Anderson
Motion passed unanimously at 6:45 p.m. 

B. Finance Update and Payment of August 2025 Bills- Krystal Hughes
Krystal presented the monthly financial report and clarified that the cash amount shown on the agenda reflects deposits from agencies, some of which include July dates. She noted that agenda language was recently updated to use “checking” terminology for clarity. The Board reviewed the General Fund for the first month of the fiscal year (approximately 8% of the annual budget). Certain expenses, such as HRA/VEBA contributions, are paid once annually and may appear higher in July. Revenues are up in property taxes and EMS collections, while grant revenue is down due to the absence of dedicated grant staff. Contract services were not billed in July, contributing to a lower total.
Kasey inquired about the location of a $35,000 grant; Krystal will research this item. Chief Blake added that some supplemental staffing and overtime costs are reflected here. Overall, personnel costs are higher, while additional materials and services remain under $80,000 after adjustments.
Krystal also reviewed the Capital Fund, noting that certain bills were entered after fund close-out. For GO Bond debt service, the general fund made the June debt payment, to be reimbursed by the bond debt service fund with future tax receipts. Kim asked for clarification; Krystal explained her intent to reimburse the general fund monthly to avoid large transfers at year-end.
On the third page, the report showed FTE count decreasing from 27 to 17. Salaries have decreased, but overtime remains elevated due to recent fire and EMS activity. Chief Blake stated these figures reflect July and will be offset by reimbursement from CRAM Fire and BLM ambulance contracts. August figures may increase because of recent fires, but reimbursements will follow.
Krystal addressed cash-on-hand, explaining that journal entry errors in QuickBooks caused discrepancies of approximately $300,000, which have since been reconciled. Chief Blake suggested capturing incoming reimbursements (e.g., for seismic work) in future reports; Krystal will coordinate with Bre Iverson’s office and may prepare a budget resolution for the $1.9M seismic reimbursement.
Scott asked about PERS reporting. Krystal described the normal process: payroll is submitted, then reported to PERS a week later, with adjustments as needed. Heather manages this process directly with PERS staff. Krystal confirmed that the District received its final PERS numbers when moving EMS personnel into the Police and Fire plan, resulting in an additional $70,000 liability. PERS withdrew half of the payment immediately and will withdraw the remainder after Labor Day; as of now, the District is current on its PERS obligations pending final audit confirmation.
Board member asked about “split” transactions in the register (e.g., Oregon Department of Revenue accrued payables). Krystal explained that these represent accrued items from payroll and balancing entries. Kim asked about credit card procedures. Chief Blake described the workflow: Danielle sorts mail, Blake reviews accounts payable and credit card statements, assigns purchase order codes, and signs off. Heather enters the coding in the system. Blake noted this process is stabilizing as financial systems become more consistent.
Approval of July 2025 Accounts Payable
Vice President Kim Stout moved to approve payment of bills totaling $483,151.37 from the General Fund and $937,627.63 in Bond Project expenses, for a combined total of $1,420,779.00 for July 2025 accounts payable.
Seconded by: Director Ben Anderson
Motion passed unanimously at 7:06 p.m.

C. Job Status Update Change- Chief Blake

Chief Blake led a discussion regarding Danielle’s current workload and job classification. As her original hired role has drastically changed over the last two years he suggested streamlining services by creating a position that would also incorporate HR functions, benefits administration, and personnel record management with compliance like she has been doing. The proposed change would place the role in a supervisory, non-overtime, salaried classification; but rather a reallocation to reduce overtime and ensure fiscal responsibility. Duties under consideration include HR support, contract billing oversight, compliance, and records management. A formal job description and salary recommendation will be presented to the Board at a future meeting.

D. Strategic Plan Discussion- Chief Jeff Blake

Guiding Principles – Draft Review
The Board discussed the draft Guiding Principles document. Staff has the draft, and it has been shared at the management level for review. Director Ben Anderson requested that the document be refined and clarified before it is brought back to the Board. No action was taken at this time; the item will return for approval once revisions are complete.

E. EMS|MC (Emergency Medical Services Management Services)- Chief Blake
Chief Blake reported that sample contracts for EMS and motor vehicle collision (MVC) billing services had been distributed for review. He and Danielle conducted extensive due diligence, noting a projected rate of 4.35% for outsourcing billing. Danielle discussed concerns about potential long-term commitments with needing software upgrades in the future for Medicare and the high cost of this and going to EMS MC would help alleviate that cost. Attorney Tim Gassner noted, Section 2 of the proposed agreement specifies that personnel service contracts may be terminated with 30 days’ written notice, and there is no language indicating the District would be locked in.
After discussion, the Board authorized counsel to finalize the contract and provide written confirmation before execution.
Motion: Vice President Kim Stout moved to authorize counsel to proceed with finalizing the EMS/MVC billing services contract.
Seconded by: Director Ben Anderson
Motion passed unanimously at 7:39 p.m.

F. Fire Ops- Deputy Chief Kasey Skaar
Board Packet Handouts – Fire Prevention and Call Statistics

The Board reviewed materials included in the meeting packet. Fire prevention activities were highlighted, with Danielle assisting in pub ed events and DC Skaar doing inspections alongside the Oregon State Fire Marshal’s Office. These activities included fire alarm testing, service-hood systems, and related safety checks.
Deputy Chief Kasey Skaar provided an update on inspection progress and reported that data from Active911 is transitioning to monthly reports prepared by Captain Glen. For July, 372 calls were recorded, representing a significant increase in overall call volume. Although the number of July calls was slightly lower than in previous months, the average time per call was higher, reflecting longer-duration incidents.
Additional statistics reviewed:
· Incidents by Shift: A Shift – 155 calls; B Shift – 120 calls; C Shift – 97 calls, showing seasonal fluctuations in workload.
· Unit Hour Utilization: Ambulance usage is currently at approximately 120% (20% above target), with 16 calls involving a “third-out” ambulance. At times, this third-out unit has been staffed by administrative personnel or an engine crew. The Board discussed whether these figures indicate a future need for an additional ambulance.
· Transfers: Average of 1.7 transfers per day, though this number may be artificially low due to heavy fire activity, which reduced available hours for transfers. Fires—including structure, CRAM, and wildland incidents—have required significant resources, contributing to longer on-scene times and lower reported transfer volume.

G. EMS Report- Deputy Chief Michael Lepin
CMACS and ER Transfers/Newsletter presented

Chief Lepin reported that the new CMACS units have arrived and will be placed into service on August 21, 2025. He met with the Emergency Room staff regarding transfers, and no concerns were raised. The District’s use of a risk-assessment tool to defer certain transfers has been effective, and there have been no complaints from the ER. The Board had no questions.

H. Chief Report- Chief Jeff Blake

Chief Blake acknowledged the significant workload carried by Deputy Chief Kasey Skaar, including operations and Fire Marshal duties. He praised the outstanding efforts of staff, volunteers, and mutual-aid partners during the Cram Fire, noting that the response went above and beyond expectations and provided critical assistance to Warm Springs, Ashwood, and surrounding areas. Chief Blake expressed appreciation to Kasey, as well as to Jeff, Tyler, Josiah, and other personnel who responded to callbacks and worked closely with crews and volunteers.

The Board discussed the need to meet with County officials—including Commissioner Munch and County Administrator Jeff Rasmussen—regarding dispatch fees, EMS fees, and related analysis completed by Krystal. Chief Blake requested a date for this meeting and suggested that two Board members attend. He also noted that TVFR’s staff attorney is reviewing the viability and implementation of EMS fees, which may require either legislative action or county-level approval.

Chief Blake further reported his participation on the state Balance Billing Rules Advisory Committee, providing testimony on behalf of fire services. He emphasized ongoing challenges in recovering costs for protecting unprotected properties, pointing out that only about 10% of the Cram Fire area was within protected boundaries. He commended the crews’ dedication and the organization’s progress in addressing these statewide issues.
X. Citizen Input- Public Comment 
President Scott Leeper opened the floor for public comment. Linda expressed appreciation for Danielle’s work over the summer. Phil inquired about the $1.9 million seismic reimbursement, asking whether it would require a budget resolution or a supplemental budget. Krystal responded that both actions will be needed. The discussion concluded at 7:58 p.m.

XI. Additional Board and Staff Comments
There were no additional comments from Board members or staff. 
(Time not recorded; discussion concluded at approximately 7:58 p.m.)

XII. Adjournment
The meeting was adjourned by President Scott Leeper at 7:59 p.m.

Signatures:
_____________________________      _____________________________
Board President, Scott Leeper		 Recording Secretary
Approved on 
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