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MINUTES 
SELECT BOARD 

TOWN OF PETERBOROUGH 
Tuesday, February 2nd, 2021 – 6:00 PM 

1 Grove Street, Peterborough, New Hampshire 
 

Present: Tyler Ward, Bill Taylor, Ed Juengst 
Also Present: Nicole MacStay, Alison Kreutz, Chief Ed Walker, Leo Smith 
Budget Committee Members Present: Ronald Patten (Chair), Bob Hanson, Ron McIntire, Mandy Sliver, Carl 
Mabbs-Zeno, Rich Clark, Bob Lambert, James Long      

The meeting was broadcast live on Ustream, Facebook, YouTube, and Channel 22 (Comcast).  
 
Chair Ward opened the meeting at 6:00 PM.  
 
Ambulance Budget 
Chief Ed Walker said the Peterborough Ambulance serves more than 13,000 people across multiple area 
communities including Dublin, Francestown, Hancock, Sharon and Temple. It is the primary interfacility-
transport service for Monadnock Community Hospital.  
The Chief continued that call volume has steadily increased over the years. 9-1-1 service includes 
Peterborough, Dublin, Francestown, Hancock, Sharon, Temple and any mutual 9-1-1 calls. Due to COVID, 
there was a significant drop in call volume starting in March, and calls didn’t approach typical volume again 
until around September. Call volume is directly tried to revenues and there is typically a 30-90 day delay in 
payment for ambulance services due to the way insurance companies process claims, so the drop in call 
volume that started in March really hit revenues negatively through May, June, July and August 2020.  
 
The Chief continued that, except for increase in full-time staff hired in 2018, the budget has stayed relatively 
flat with a 4.7% increase over the past four years. Capital expenses are now annualized and rolled into the 
cost sharing program with contract communities, which allows for better cost management.  
 
Primary revenue source is insurance reimbursement (by Medicaid, Medicare, and other insurers). Chief 
Walker said a resident named Dennis Allen runs EMAX Medical Billing, which handles ambulance billing for 
the town. The Chief shared a presentation that Mr. Allen had put together regarding the state of Ambulance 
Reimbursement. Highlights included: 

 Medicaid rates remain flat.  

 Medicare has had slight price increases, but is not keeping pace with inflation.  

 Other payers have aggressively reduced covered amount 
o High deductible insurance increases patient responsibility and many don’t have the money 

put aside to cover the cost of an ambulance ride. 

 Most patients are underinsured 

 Legislative impacts may soon impact reimbursements 
 
Chief Walker said Medicare started a Ground Ambulance Data Collection Program in January of 2020, in 
which ambulances around the country provide stats to Medicare to determine if Medicare is paying 
ambulances services fairly.  
 
Chief explained the “No Surprises Act” came out of a large program in 2020 that was done to try to protect 
patients from large, ‘surprise’ out-of-network hospital charges. In instances of those bills, it requires complex 
arbitration with the insurance company, and the patient is not responsible for the difference if an agreement 
cannot be made. It currently applies to air ambulances, but may eventually be applied to ground ambulances 
in the future. The goal is to develop best practices for communities and lawmakers to prevent balance billing 
of patients.  
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Chief Walker continued that patients have less resources to cover their share of medical bills, which has not 
been helped by the downturn in the economy. He stressed that there is no way ambulance expenses can be 
reduced to match the reduction in revenue and still be able to provide the current level of service.  
 
The Chief asked if there were any questions.  
 
Mr. Mabbs-Zeno asked if the forthcoming legislation (No Surprises Act) would impact the Ambulance 
favorably or unfavorably. 
Chief Walker explained that the legislation, which is from the federal level, would be unfavorable to the 
Ambulance service. 
 
Mr. Henault said it sounds like a “bleak picture ahead.” 
Chief Walker agreed. He said a good grasp of expenses and revenue cycle will be important.  
 
Ambulance Revolving Fund 
Mr. Smith covered historical summary of financials and projections for the Ambulance Revolving Fund from 
FY 2016 to FY 2021.  
Mr. Smith said that historically, the Ambulance Service was a “good, consistent business” between FY2016 -
FY2019. Each year there was an operating surplus. In FY2020, revenues decreased by 13.2% and expenses 
increased by 3.6%. The combination of these created a $204,000.00 operating deficit. The capital outlay of 
ambulance equipment and the purchase of the new ambulance created an additional deficit to the fund. 
Overall impact was a $656,000.00 total deficit for the year. Because of this, the cumulative fund balance, 
which previously had a surplus of $574,000.00, now has a deficit of $82,000. Mr. Smith acknowledged the 
changes in FY2020 driven by COVID were “pretty dramatic.”  
 
Chair Ward asked if the new ambulance purchase could have waited.  
Ms. MacStay said the purchase was made prior to COVID.  
Mr. Smith added that, at the time the decision was made, the ambulance could have been easily afforded.  
 
Ms. McIntire asked where the revenue came from in FY2020. 
Ms. MacStay answered that most of the revenue comes from user fees, as well as the towns that are billed for 
9-1-1 services. There was also a small grant of $25,000 from Medicare. CARES Act legislation included 
wording to prevent states from using CARES Act funds to offset revenue loss in municipalities.  
 
Mr. Patten asked if there was any hope of collecting anything from the Federal Government.  
Ms. MacStay said there is potential for some funding, but it’s very tentative and it will be months until the act 
is finalized, and even more time until any funds, if approved, would be received.  
 
Mr. Mabbs-Zeno said he didn’t understand why so much of the reduction in transfers was being attributed to 
COVID-19, when he expected transfers should have increased. 
Ms. MacStay said reduced transfers and 9-1-1 calls are sometimes linked, but there was also a period when the 
hospital was not receiving patients.   
Chief Walkers said the reduction in 9-1-1 calls was also felt by other area ambulance services, and less overall 
activity at MCH made an impact on the Peterborough Ambulance Service.  
 
Mr. Clark said the Revolving Fund was supposed to be self-supporting when it was established several years 
ago, and more personnel was added after the increase in call-volume, and he wanted to know if the Chief 
thought call volume would increase again. He asked, if revenues are predicted to continue falling, “where 
does that leave us?” and asked what would happen if surrounding towns dropped the service. 
Chief Walker clarified that the Ambulance has been self-supported by a revolving fund since its inception. 
The belief was that the Ambulance would continue receive reimbursements at the same rate, but over the 
years the reimbursement rate as dropped. He said many things have been problematic, and “COVID exposed 
or catapulted a lot of things that were already in process.”  
Chief Walker continued that the towns that contract the Peterborough Ambulance only make up about 25% 
of current call volume, so even if those towns were to leave, it would most likely only result in reducing the 
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current fleet from four ambulances down to three. He said Peterborough is very fortunate to have revenue 
from transfers to make up for allocated cost on the 9-1-1 side, and clarified that transfers continue to be paid, 
but the deficit on the 9-1-1 side continues to grow.  
Ms. MacStay added the revenue from the transfers have been a significant benefit. She clarified that transfers 
consist of moving a patient from one facility to another, and transports are 9-1-1 pick-ups.  
 
Ms. MacStay summarized what had been established during the presentation and addressed the new 
ambulance purchase. She explained that because it was initially expected that the cost of the new ambulance 
could be paid out of the fund balance, once the article passed at Town Meeting, it was recommended by the 
Finance Director that purchase be made as a self-lease – the Town would pay for the Ambulance, and would 
then be reimbursed by the Ambulance Fund.  The debt is still a debt to the General Fund of the Town and 
not a debt to a leasing company.  
There are a few things that can be done, including asking the Select Board to defer repayment until FY2023  
or a warrant article to raise and appropriate money to go into the Ambulance Service Fund Balance. It could 
come from appropriation or from the General Fund Balance. She recommended waiting until spring to 
establish an amount to ensure there is plenty left in the General Fund, but said “obviously the Ambulance 
Service needs to have cash in it in order to run its regular operations.” 
 
Mr. Taylor said he was fine with both of those options. He asked, if the revenues rebound as expected, how 
much of a problem is the Town facing going forward? 
Ms. MacStay said one of the issues is “self-made” since the Town has made a point of keeping so much of 
costs of the Ambulance away from taxpayers. She said if the Town hired an ambulance service rather than 
providing its own, “we’d be looking at much high tax-support of the program.” If it can be agreed that 
pushing out the reimbursement is a good thing, it will give “a bit of breathing room.”  
Mr. Smith added that the Select Board could consider forgiving the loan.  
Ms. MacStay said there are some details pertaining that arrangement that would first need to be addressed by 
Town Council. 
 
Mr. Patten said, as the Town of Peterborough doesn’t contribute any tax dollars to support the Ambulance 
Service, if the trend is “how are we ever going to get out of this?” it made sense to him there would be an 
assessed tax amount to support the Ambulance.  
 
Mr. McIntire asked for a ballpark figure of the potential warrant article to support the Ambulance.  
Ms. MacStay said it would be in the range of $500,000.00, conservatively.  
Mr. Patten said “that would be a one-time thing though,” versus taxpayers contributing every year so that the 
Ambulance would not run on deficits in the future. He wondered if it was right to ask taxpayers to “bite that 
bullet all at one time” rather than consider something longer term.  
Ms. MacStay said the deficit is new to the Ambulance Service, but acknowledged that reimbursements have 
been dropping, and said it is a conversation that needs to be had. 
 
Chair Ward asked for confirmation that $500,000.00 out of the General Fund Balance was being requested 
along with forgiveness or a stay on repayment for $200,000.00 for the new Ambulance. He asked how much 
is currently in the General Fund Balance, and how much had been taken out to offset the tax rate.  
Mr. Smith answered that in the last two years $1.5 million total has been taken from the Fund Balance to 
reduce the tax rate, and Peterborough “still had a healthy fund balance.” He continued that he could work 
have a reasonable projection for what the Fund Balance at the end of June.  
 
Chair Ward asked if using a half-million dollars for one department out of the Fund Balance might be out of 
line with the way things had been paid for in the past.   
 
Ms. MacStay said “it’s a special situation” and the Ambulance Service plays a huge role in the greater 
community. “It’s not just about the service, it’s about the whole philosophy of what we’re providing.”  
She continued that she’s been working on the financials of the Ambulance Service for about ten years, and 
“we have run a very tight ship but it’s incredibly difficult.” She said the Service took “a huge hit” in 2020 and 
“none of us saw this coming.”  
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Mr. Taylor asked for clarification about fund balance money taken to pay down the tax rate, and said it isn’t 
as though it’s a matter of just taking money from a savings account. He said the fund balance was also added 
to over the past two years, even if some was taken from it to bring down the tax rate. 
Ms. Smith confirmed. 
Mr. Taylor said “we don’t have the information we need to make the decisions we’re talking about right 
now.” 
Ms. MacStay suggested waiting to “see where we are” though it seemed like the appropriate time to start the 
conversation so the topic could be adequately addressed. She said no decisions from the Select Board or 
Budget Committee were needed immediately.  
 
Mr. McIntire asked how to segue into the overall budget if this subject was hanging on the horizon. 
Ms. MacStay said it was going to be a special warrant article one way or another, so it would not have an 
impact on the operating budget.  
Ms. Taylor added that we could also possibly get federal funds in the meantime.  
Ms. MacStay agreed, and said that would be another reason to wait.  
 
Mr. Smith said he would ensure that everyone got a copy of the presentation regarding Ambulance Revolving 
Fund that was reviewed at the meeting.  
 
Chief Walker thanked Mr. Smith and Ms. Kelley for taking such an in-depth look at the Budget. He said for 
Ambulance budgeting purposes there were two distinct areas: the 9-1-1 side and the Transfer side. He said 
regarding salaries that a change was made in FY2021 that carried over to FY2022, in which the tax-supported 
fire budget only contributes to the salaries of members who are firefighters, or firefighters in addition to EMS 
personnel.  
In Transfer Operations, costs are split based on allocation of call volume.  
 
Ms. Smith said revenues are up .9% over last fiscal year. There could be an uptick to potentially “get us back 
to where we were.”  
Chief Walker said, looking at the last six months, “we are starting to get up there.” 
 
Overall Budget Analysis 
Ms. MacStay said the Operating Budget up 4.8% for previously discussed reasons including police pensions 
and increasing health insurance costs.  
Operating Budget and CIP costs are down 49.7% and Debt Service is also down 10.1%. Total operating 
budget is up just .9%, “which in our minds is an incredibly responsible budget.” 
Total amount for the warrant articles is down 33.2% from last year. Total amount to be raised by taxation this 
year is down $221,462.00.  
 
She said all department directors has done a very good job at looking closely at their costs, and the work Ms. 
Smith and Ms. Kelley has done has been “tremendous” and she “couldn’t be more pleased.”  
 
Mr. Lambert said, regarding the PFR Budget, that he thought the $18,000.00 stipend in the salary line 
shouldn’t be there.  
Ms. MacStay said she would defer to Chief Walker, but she thought it could go either way because stipends 
were taxed as income.  
Chief Walker said the goal was to create the stipend program in a budget-neutral fashion.  
 
Mr. McIntire said he applauded the decrease in the amount to be paid by taxation, but wanted to know how 
that would translate to the overall taxes that residents pay – “will they go down because of all of this?” 
Ms. MacStay said the Town pays a significant role in the amount that needs to be raised by taxation but it’s a 
relatively small role compared to the school district, which has been “badly hurt” by revenue loss, which will 
have a very dramatic impact on the tax rate next fall, so the savings on the Town’s side will “get swallowed up 
and then some.” The loss was out of the district’s control, but how they deal with that ”is something we’re all 
going to have to pay attention to.”  
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Mr. Juengst said he felt the Superintendent was doing everything she could to try to control costs, and she 
had said the only thing left “was to close schools.” Mr. Juengst said she also warned of severe cuts coming 
from the State, “so I think we’re in for it again…unless some miracle happens.”  
 
Mr. Taylor said “we have no control over the school budget except for our own individual votes at the polls.”  
Ms. MacStay agreed. 
Mr. Patten added that of every tax dollar collected, only $0.30 goes to the Town’s budget. The Town’s 
portion is “a drop in the bucket when it comes to the tax rate.” 
 
Ms. MacStay said there has been a reduction in the average daily membership at schools, which is what the 
State uses to determine how much funding schools get -“The population has been dropping steadily, and I 
don’t think Covid helped at all.” 
 
Mr. Lambert asked how many articles might be on the Warrant for Town Meeting, and how they would affect 
the budget if they passed.  
Ms. MacStay said there were four articles at the moment, but warrant articles were down $280,000.00 this year 
from last year, and if all were passed, we’d be asking 2.8% less than last year.  
 
Motion: Mr. McIntire made a motion to adjourn at 7:33 PM.  
Vote: Seconded by Mr. Hanson. All in favor. Motion carried.  
 
 
Respectfully Submitted, 
Alison Kreutz, Administrative Assistant 

 
PETERBOROUGH  

        SELECT BOARD: 
 
 
        ___________________________ 
        Tyler Ward 
 
          
        ___________________________ 
        Bill Taylor 
 
 
        ___________________________ 
        Ed Juengst 
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