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Byers Fire Protection District #9
100 North Main
P.O. Box 85
Byers, CO  80103
Email:  admin@byersfire.org


Meeting Information
· Topic: Pension Meeting & Board Meeting 
· Date & Time: April 20, 2026, 1900 – 2100
· Location: Byers High School, 441 E Front Street, Byers, CO 80103.
· Participants: Directors: James Shelley, Shawn Palmer, Mike Nail, and Jeremy Jenkins. Director Grant May was excused from the meeting. Other attendees: Chief Mike Disher, Heidi Price and Chief MacK join by phone. 

Overview
This document consolidates notes from several meetings, focusing on financial management, administrative policies, and operational agreements. Key financial topics include an urgent, unbudgeted audit requirement for the pension plan due to new GASB standards, the decision to classify director fees as W-2 wages and managing impact fees and volunteer funds. Administrative discussions cover updating pension bylaws, establishing new employee compensation policies for overtime and leave, and addressing significant delays in receiving necessary documents from a former auditor. Operationally, the group approved several intergovernmental agreements (IGAs) with Strasburg for sharing personnel and a new wildland firefighting leasing agreement to generate revenue. The meetings also addressed vehicle maintenance, equipment purchases, and the liquidation of surplus assets.
Pension Plan, Audit Compliance, and Bylaws
· All pensioners received direct deposit forms with their latest checks, and there has been no negative feedback reported.
· The deadline for returning the forms was set for the end of May.
· The goal is to implement direct deposit for the next payment cycle, eliminating the need to issue physical checks.
· The same company handling payroll for district staff will manage the pension direct deposits, which was determined to be a more cost-effective solution.
· The district's accountant, Debbie from Crady Cook and Associates, explained that an actuarial study of the pension is now required for the district's audit.
· This requirement stems from GASB standards, which means that pension liability must be shown on the district's books now that its income has surpassed the $1 million audit-exempt threshold.
· The previous accountant, Kent, did not advise the board of this requirement, which has put the district behind on compliance.
· To become compliant, the district must complete an actuarial report and two GASB reports (for 2024 and 2025) this year.
· GRS, a firm that also works with the state of Colorado and the FPPA fund, has quoted a price of $11,500 for the initial actuarial report and the two GASB reports.
· Going forward, an actuarial report will be required every two years at an estimated cost of $11,500, with a GASB report needed in the off years for approximately $4,800.
· While some board members questioned the high cost for a small organization, it was noted that a similar study was quoted at around $10,000 twenty years ago.
· Debbie Crady's firm, Crady, Puca and Associates, is now handling the district's accounting, preparing the books for the audit.
· David Green will be the new auditor, ensuring an independent review of the financial statements prepared by the accounting firm.
· This separation of accounting and auditing functions is a change from past practices and aligns with current standards.
· A payment of $11,500 was approved to cover the cost of three reports needed for the audit: We need to have an actuarial report done for 2024 and 2025.
· After this year, another three reports will be required. Following that, the reporting cycle will switch to every other year.
· The plan is to make a prior period adjustment for 2024 to ensure 2025 and future years are correct. The auditor has already agreed to this approach.
· The current pension bylaws from 2013 dictate the meeting schedule. There is a need to hold a study to update them to reflect the current meeting structure.
Financial Reporting, Budgeting, and Impact Fees
· A new financial report layout was presented, designed to provide a clearer comparison of actual spending against the budget. The new format is a starting point and can be tweaked based on the board's preferences.
· The report includes columns for:
· Year-to-date actuals as of March 31, 2026.
· Budgeted amount for the same period.
· Variance between actuals and the period's budget.
· Total annual budget for 2026.
· Percentage of the total annual budget that has been spent.
· For EMS income, the report shows that 21% of the estimated budget revenue has been earned. The goal is to easily identify if expenses are running high, for example, if spending exceeds 25% a quarter of the way through the year.
· The volunteer fund is money donated to the district, held in a separate bank account, but owned by the district and reported under its EIN.
· Historically, this fund was managed independently by the volunteers but was later brought under the district's financial oversight.
· Expenditures from this fund are for non-standard items, such as denim coats, exercise equipment, and a smoker, which are considered gifts to the volunteers.
· The group discussed how to handle expenses from the volunteer fund, so they don't negatively impact budget line items.
· It was noted that the state only cares about the total bottom line of the budget, not whether individual line items are over.
· One suggestion was to use a contingency line item in the budget to cover unexpected overages in other categories.
· The group agreed to re-add the volunteer fund as specific income and expense line items in the budget, a practice that had been stopped a few years prior. This will provide clarity on what money belongs to the volunteers.
· Income for the funds is unpredictable, coming from fundraisers like spaghetti dinners and shotgun raffles.
· However, the fund has a sufficient buffer, and the volunteer group is generally frugal with spending.
· An option was presented to formally "commit" the fund's balance via a board resolution.
· This would designate the money for a specific purpose and show it as "committed" on the balance sheet.
· The commitment could only be undone by another board resolution, providing a safeguard for the funds.
· A significant amount of impact fees from the past four years have not been properly tracked, and the exact total is unknown. An effort will be made to reconstruct the amount by reviewing past records, with an estimate that it could be close to ten grand.
· The group discussed whether a separate bank account is legally required for impact fees. While one was opened in Strasburg to be safe, the consensus is that it is not legally mandatory if the funds are meticulously tracked.
· It was decided to set up a separate "fund" within QuickBooks to track impact fees. This will allow us to run a Profit & Loss report specifically for these restricted funds, similar to how the pension fund will eventually be managed.
· Impact fees are collected from new construction. The rate is approximately twelve hundred dollars per new house in Adams County and ninety-nine cents per square foot for new commercial buildings.
· These funds are highly restricted and can only be used for growth-related expenses, not for replacements. This restriction is because the fees are levied due to the impact of growth on services.
· There is work underway to resolve a paperwork issue in Arapahoe County, which will enable the collection of impact fees across the board and potentially increase revenue.
· There is significant uncertainty about what qualifies as a "growth" expense versus a "replacement." The purchase of a new command vehicle was debated as an example.
· One person believed the vehicle was a replacement for "Brush seventy-one," while another argued it was an addition to the fleet since the old vehicle was not removed from the books.
· The group agreed that different attorneys give conflicting advice on this matter. They decided to bring in their attorney, John, to educate them on the proper use of impact fees before any are spent.
· It was suggested to set up ACH (Automated Clearing House) for property tax payments to be automatically deposited. This is seen as more secure and efficient than handling physical checks.
· A significant risk with ACH payments is unauthorized withdrawals. To mitigate this, a strategy was discussed where a separate bank account with a minimal balance (e.g., one hundred bucks) is used for ACH transactions. Funds are immediately transferred out of this account upon receipt to protect the main operating funds.
· It was noted that some vendors, like their health insurance provider, are making ACH payments mandatory and no longer accept checks.
Director Compensation and Financial Administration
· The group discussed the practice of setting up auto-payments to come from the ATM account, which typically holds a low balance, rather than the general account.
· It was noted that Elbert County has still not made a payment, despite a representative confirming they received the necessary filing. The amount owed is small, around $27.
· A motion to approve the financial report was made, seconded, and passed via a voice vote.
· A major discussion was held regarding how to classify director fees for tax purposes, following a recommendation to switch from 1099 contractor forms to W-2 employee forms.
· The distinction is that W-2 employees have taxes withheld and are reported to the IRS regardless of the amount earned, whereas 1099 reporting has a minimum threshold (currently $600, potentially rising to $2,000 in '26).
· The requirement for W-2 classification is believed to stem from federal IRS rules that define the difference between an employee and an independent contractor, not from state statutes.
· One director, Mike Nail, opted to forgo future payments due to the tax implications of W-2 income, as it would push him into a higher tax bracket. He stated he would not even want to receive the check and return it as a gift, as it would still count as income.
· Another director expressed frustration, questioning why they are being required to become employees of the district as elected officials and lose the option to be treated as contractors.
· The group decided to standardize all director’s payments and process them as W-2 income through the payroll service, ADP.
· This will eliminate the need to vote on director fee checks each quarter, as they will be treated like other budgeted payroll line items.
· Directors will need to provide direct deposit information for future payments.
· One member confirmed that past payments made in the current year can be retroactively reported to ADP to be included in the final W-2.
· Despite his earlier decision, Mike Nail will receive the current quarter's check since it has already been processed, but he will not receive payments moving forward.
· Members discussed the negative impact of receiving 1099s for flyers in the previous year, which pushed some into higher tax brackets.
· It was confirmed that going forward, all payments will be processed through ADP, so 1099s will no longer be an issue for this type of work.
Delays with Former Auditor
· The current finance team is unable to proceed with the audit because the former auditor, Kent, has not provided essential documents after nearly two months of requests.
· Missing items include a legible trial balance, a capital asset schedule, and bank reconciliations. The new auditor has also been instructed to contact Kent, as responding to a successor auditor is a professional standard.
· The team is facing a July 31st deadline, which is considered nearly impossible to meet due to these delays and other requirements like a new actuarial report.
· The new target is to complete the audit by the September 30th extension deadline to avoid financial penalties from the state, such as having funds withheld. The organization is already on the Attorney General's radar due to past delays.
· A plan was formed to check if the new auditor has made contact. If no progress has been made, the group agreed to involve their attorney, John, in sending a formal letter of demand to Kent.
Land Purchase, Agreements, and Equipment
· The land purchase is in progress, with several individuals assigned to gather information.
· Director Palmer and Director Jenkins are each reaching out to contacts, while another member will call the on-call planner to get specific dollar amounts.
· The goal is to have solid information to present at the next meeting.
· The group reviewed and approved an IGA with the Strasburg Fire Protection District for a division chief position.
· An IGA was approved to facilitate paramedic clearances. Under this agreement, Byers will pay its staff for clearing Strasburg paramedics and then invoice Strasburg for reimbursement, avoiding the need for Byers staff to become Strasburg employees.
· A leasing agreement with Nick Ophaug was discussed for wildland firefighting deployments.
· The district will lease trucks that earn $99/hour with a daily minimum of approximately $750.
· The district will pay Nick $500 per day for the truck, netting a minimum of $250 per day for the district.
· Nick is responsible for his own payroll. If district personnel are used, the district will bill for their time.
· The district will pay for fuel and hotels but will be reimbursed.
· Nick will not be paid until the district receives payment from the state.
· The district plans to purchase two radios, estimated at $6,900 each, for the wildland team. It is expected that the cost of these radios will be covered by the revenue from the first deployment.
· It was confirmed that the district's insurance will cover the leased trucks, even when operated by Nick's personnel, as it falls under a mutual aid and lease agreement.
· The board discussed and approved a wildland agreement that allows the district to lease its apparatus for deployments. This is expected to have a significant financial benefit, with one speaker estimating a 99% benefit.
· The state will reimburse any equipment broken or damaged during a call, such as tires or pumps. General maintenance remains the district's responsibility.
· Future plans include using the revenue generated from this agreement to purchase more equipment, like trucks, and potentially adding an ambulance to the deployment package.
· The motion to approve the wildland agreement as presented was made by Director Jenkins, seconded by Director Nail, and passed with a voice vote.
· A proposal was made to create an IGA with Strasburg to help them fill open Advanced Life Support (ALS) shifts.
· Strasburg is experiencing a shortage of ALS providers, placing a burden on the district's crews.
· Several of the district's ALS providers are willing to pick up shifts at Strasburg for a PRN rate of $23 per hour.
· Under the proposed agreement, Strasburg would be invoiced for the hours and would pay the district, which would then pay the providers.
· The board has given approval to pursue this agreement with Strasburg.
Employee Compensation Policies
· The board is re-evaluating its compensation structure due to "growing pains" and budget constraints. The current practice of offering comp time is becoming difficult to sustain financially.
· The primary debate is whether to continue offering comp time or to switch exclusively to paying overtime. Paying overtime would likely exceed the overtime budget, which already happened last year.
· Employees, particularly those who hunt, prefer keeping comp time for its flexibility.
· A cap of 96 hours for comp time was suggested as a starting point for this year.
· One model, based on Commerce City's policy, involves offering a payout for accrued comp time twice a year, such as in June and November.
· The board discussed the need for any comp-time system to be accurately tracked through the payroll system (like ADP) to ensure accountability, especially if an employee leaves.
· For reference, another first responder agency offers employees 187 hours of general leave, 88 hours of holiday time, 40 hours of sick time, and a comp-time bank of up to 120 hours.
· The board needs to decide how much vacation time employees can accrue and roll over into the next year.
· Currently, employees receive a bank of 120 hours of sick time on January 1, which expires on December 31. The board will need to decide if this policy should continue or if sick time should carry over.
· Offering flexible benefits like comp time is seen as a crucial tool for employee retention and recruitment, potentially costing less than training new paramedics.
· Providing time off is also viewed as important for addressing the mental health challenges of the job, as PTSD is increasingly recognized as a work-related issue.
· The overtime budget is projected to be significantly exceeded this year, potentially reaching 150-200% over budget.
· This is partly due to an intergovernmental agreement (IGA) with Strasburg, where an employee is being paid overtime for work done for them.
· The district will be reimbursed by Strasburg for this overtime, so the expense will be offset by corresponding income, but it will still inflate the overtime line item in the budget.
Report on Operations and Equipment
· A work study is needed to review and ratify the pension bylaws. It was suggested this could coincide with the regular district work study.
· A tentative date of Wednesday, May 13th was proposed for the next work study. One member noted a potential scheduling conflict due to work meetings, which they will confirm after the first week of May.
· All vehicles are currently in service. However, a Dodge truck required a third motor replacement after the second one spun a bearing during a test drive; the dealer covered the cost. The command vehicle is scheduled for air conditioner service.
· A total of 105 calls were run, broken down as 74 medical, 9 fire, 9 public service, and 12 hazmat. Fire calls are expected to double or triple in the coming months due to weather patterns.
· The station's house radio is failing, causing the crew to miss two calls. A request was made to spend $36,416.59 on new radios, including two for upcoming lease trucks for a wildland agreement.
· The expenditure will put the communications line item over budget.
· $30,000 of this cost will be reimbursed through the 911 authority grant from Arapahoe County, which provides $35,000 annually.
· The board approved the expenditure with a 4-0 vote.
· The MDTs (Mobile Data Terminals) in the units will need to be upgraded soon as they are 15 years old.
· Documentation for the state grant has been reviewed and requires re-signing to ensure the date is accurate for submission. The goal is to get the documents signed and resubmitted tomorrow.
· The monitor and all AEDs are expected to be submitted to the state by the June due date.
· Reimbursement from the state is anticipated around August, though it could take 60-90 days.
· A question was raised about the feasibility of shutting down the station at 112nd and Mimosa. It was noted that this would likely face pushback as the station positively affects the area's ISO rating and homeowners' insurance.
· A request was made for a list of all surplus equipment and vehicles at the secondary station to be liquidated.
· Items mentioned include an engine that could be donated to a training school and a truck previously sold but not yet picked up.
· It was noted that unused equipment is deteriorating and represents a liability.
· Discussion clarified which vehicles at the station are still usable.
· The tender truck is usable but needs a fixed tire and new batteries. It holds 3,000 gallons of water.
· "Big Red" is also in service but has operational challenges and few staff members who can operate it.
· The consensus was to make necessary repairs to operational vehicles, especially with a potentially severe fire season approaching, to ensure they can be used for water transfer.
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