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TOWN OF NORTHWOOD
BOARD OF SELECTMEN

Town of Northwood  818 First NH Turnpike  Northwood, NH 03261  (603) 942-5586


Board of Selectmen Meeting Minutes
May 19, 2020

ROLL CALL: Chairman Hal Kreider, Vice-Chair Matt Frye, Selectwoman Beth Boudreau, Selectman Tim Colby, Selectman Jim Hadley

ABSENT: None

STAFF PRESENT: Municipal Administrative Assistant Lisa Lamarche, Town Administrator, Heather Thibodeau, Land Use Assistant Susan Austin, and Finance Specialist Katherine Davis

6:00 P.M. Chairman Kreider opened the Northwood Board of Selectmen meeting via Zoom and led the Pledge of Allegiance

As Chair of the Northwood Board of Selectmen, I find that due to the State of Emergency declared by the Governor as a result of the COVID-19 pandemic and in accordance with the Governor’s Emergency Order #12 pursuant to Executive Order 2020-04, this public body is authorized to meet electronically. 
Please note that there is no physical location to observe and listen contemporaneously to this meeting, which was authorized pursuant to the Governor’s Emergency Order.  However, in accordance with the Emergency Order, I am confirming that we are: 
a) Providing public access to the meeting by telephone, with additional access possibilities by video or other electronic means: 
We are utilizing Zoom platform for this electronic meeting.  All members of the Board of Selectmen have the ability to communicate contemporaneously during this meeting through this platform, and the public has access to contemporaneously listen and, if necessary, participate in this meeting through details located on our website and posted outside the Town Hall.

Municipal Administrative Assistant, Lisa Lamarche, said to call the main number at (603) 942-5586 and she will answer during the meeting if anyone is having trouble viewing the meeting.


CITIZEN’S FORUM:

[bookmark: _Hlk40697750][bookmark: _Hlk40696557]Selectman Kreider stated that they did receive a few letters. One was a little too late yesterday and one came in late last week. Both of these letters he would like reviewed in non-public. 


Bow Lake Bridge 
 
Selectman Kreider stated that there was a bid opening meeting on Thursday. There is some uncertainty as to whether the board needs to be there as a quorum, or just one as a representative. They are still trying to figure that out in the contract details. He feels that the safest thing would be for them to appoint a representative from the board to be there, and that representative would have all of the rights that the board would have. Mr. Hadley stated that NHMA advised that one selectman could attend virtually. They also advised that the board should notice the meeting. 

Motion: “To post the bid opening”
[bookmark: _Hlk41383115]Motion: J. Hadley
Second: T. Colby

[bookmark: _Hlk41383136]Roll Call Vote

B. Boudreau: yes
T. Colby: yes
J. Hadley: yes
M. Frye: yes
H. Kreider: yes

Motion carried 5/0

Motion: “To nominate Selectman Boudreau to attend the bid opening as a representative of the Board of Selectmen”
Motion: J. Hadley
Second: T. Colby

Selectman Kreider stated that Chris Brown, Public Works Foreman, should also attend the opening. 

Roll Call Vote

B. Boudreau: yes
T. Colby: yes
J. Hadley: yes
M. Frye: yes
H. Kreider: yes

Motion carried 5/0


Beach Reopening

Selectman Kreider stated that the Recreation Director asked that the board consider a motion to reopen beaches on Friday. Selectman Frye stated that with Memorial Day coming up, there was discussion about getting the beaches open. They checked the state guidelines to see what made sense for Northwood. 

Motion: “To allow the Recreation Director to open town beaches in accordance with state guidelines, including maximum occupancy signage, and enforcement by the Northwood PD, beginning Friday May 22,2020”

Motion: M. Frye
Second: B. Boudreau 

[bookmark: _Hlk41384872]Roll Call Vote

B. Boudreau: yes
T. Colby: yes
J. Hadley: yes
M. Frye: yes
H. Kreider: yes

Motion carried 5/0

Apology from the Board

Selectman Kreider stated that the board would like to apologize for conduction business in non-public that should have been in public. During the nonpublic session, there was a discussion regarding work at the office schedule. They had a motion and discussion regarding that the selectmen would set the working schedule at town hall. The board will reaffirm what was voted on in nonpublic. The board must vote the same way as they did in non-public. After the vote, if anyone would like to change the vote, they may have another vote. 

Motion: “To have the select board, not the Town Administrator, set the schedule for when people work in the office, relative to COVID 19 and when the staff returns to work.”

Motion: J. Hadley
Second: B. Boudreau 
 
Roll Call Vote

[bookmark: _Hlk41386970]B. Boudreau: yes
T. Colby: yes
J. Hadley: yes
M. Frye: no
H. Kreider: no

Motion carried 3/2

Selectman Kreider stated that they now needed to decide how they would create and implement the schedule.  He suggests that they create a sub committee to allow two selectmen to meet and discuss the details and coordinate with the Town Administrator and the town hall employees. 

Motion: Create a select board subcommittee specifically for this initiative. This subcommittee will handle all of the issues related to the work force returning” 

[bookmark: _Hlk41385768]Motion: J. Hadley
Second B. Boudreau

Discussion: Selectman Colby asked who would be on this committee? Selectman Hadley stated that he was willing to be on this committee. This is a very serious issue that they need to take seriously. Selectman Boudreau stated that she would also be willing to be on the committee. 

Amended Motion: “Create a select board subcommittee made up of Selectman Boudreau and Selectman Hadley, specifically for this initiative. This subcommittee will handle all of the issues related to the work force returning” 

Motion: J. Hadley
Second B. Boudreau

Discussion: Selectman Frye stated that he wanted to state publicly that he feels this is a terrible idea. It’s not a good use of tax payer funds to take over one of the major components of the job of someone that they pay fairly well with tax payer money. Taking this out of the hands of the town administrator and putting it into the hands of the BOS who do not know the staff, or the ins and outs of the day to day operations as nearly as well as the Town Administrator does is misuse of public funds. He thinks it’s unnecessary and a poor decision on the part of this board and he is 100% against this. Selectman Kreider asked if Selectman Frye felt as if the Town Administrator should be part of this committee? Selectman Frye stated that it is something that she should be a part of. She knows the day to day operations; she knows the staff and if they do it without her, they will not get an effective outcome. Selectman Kreider asked if Selectman Hadley was willing to amend his motion to include Ms. Thibodeau. Selectman Hadley stated that he and Selectman Colby were elected on March 10, ten weeks ago, and he has not seen the Town Administrator in person since then. He’s not saying that negatively, since he is aware of her health issues, but he feels two members of the board are more than qualified to determine what’s in the best interest of the town as far as getting people back to work at town hall in a safe matter. Selectman Frye stated that Mr. Hadley demanded that they ask the Land Use Specialist her thoughts and opinions on whether or not she thought she was assigned to the budget committee. To this point, no one has asked the staff how they feel about their assignment being handed over to the BOS, who doesn’t know them, or know the operations of town hall. So, they have taken this out of the hands of person who understands how to do this, and they are taking it upon themselves. It’s foolish. If they are going to ask people what they think, they need to do that across the board. Right now, at the very least, the sub committee should include the Town Administrator. Selectman Kreider asked if Selectman Hadley would like to change his motion. Selectman Hadley stated no. Selectman Boudreau stated that she voted for this because she asked for a plan weeks ago, so they could take the steps needed to get town hall back to normal. She stated she asked several times and didn’t get an answer. Five weeks ago she asked if they could have staff work two days a week, and they never got an answer. They keep on putting things off. Selectman Frye stated that the person who would create that plan was cleared to come back to work 24 hours ago. He would ask that they reconsider the question and give the TA a chance to get this figured out. If in the proceeding week it doesn’t meet their expectations, then they can reconsider this yet again.  

Roll Call Vote

B. Boudreau: yes
T. Colby: yes
J. Hadley: yes
M. Frye: no
H. Kreider: no

Motion carried 3/2



Part time hours policy: Fire Department

Selectman Kreider stated that there were questions regarding people working part time at the fire department working more than 29 hours in a given week. There was some discussion that it might be possible for the hours over many weeks to be averaged or somehow evaluated. Ms. Davis stated that in regards to ACA, it is kind of dated legislation that has been somewhat rescinded but not entirely. Essentially what the requirements are to pick a point in the fiscal year and look back over the last twelve months and look at the number of full-time employees, or FTE (full time equivalents) that the town actually has. At that point they would be required to offer a position with benefits. It’s not based on the person; it’s based on the number of full-time equivalents. It’s based on a rolling average for the past 12 months of 30 hours or more per week. If there are more full-time equivalents then are currently being offered health insurance, at that point the town would be liable to offer the insurance coverage for what ever new positions are now considered full time. It’s not a look back item. If the Town neglects to do that, they are subject to a penalty. This is something that should be done on an annual basis. It might be a good idea to get some directive as to when it should be done each year and have it be an annual occurrence. Ms. Thibodeau stated that this was done about a year ago, when the audit was done. Since the benefit year runs July through June 30, the November time frame would be a good time to run this. Chief Tetreault stated that they have implemented live tracking of hours in Profund, so they can monitor this month to month to see how people are doing. If people are getting close, they can cut back or manage their hours. Ms. Davis stated that the only problem with that is it only tracks from the date it is turned on going forward, so this year they will not be able to go back a year.  Topic is moved to the next meeting.


Fire Department Operations

Chief Tetreault responds to the Board’s questions. 

Job Description: He stated that he felt it would make more sense to define what an administrative fire chief was, rather than a working fire chief might help to better define what a working chief is. His opinion is that an administrative chief is a chief that works in the office 95% of the time, does not go to calls on a regular basis, may go to multiple alarm fires, but typically is not a first responder, he gets there when the fire is being run by subordinates. With that in mind, he falls under the category of a working chief. He answers more calls than any other fire fighter on the department, he has performed innumerous tasks including driving apparatus, working as a health care provider in the ambulance, and his response speaks for itself. In reference to the questions about job description, there are rumors that his job description has changed. He doesn’t believe that to be the case. If it has changed, it was approved by a previous board of selectmen. The only change he is aware of is that they tried to make the format of all the job descriptions similar, and in doing that they may have modified the way the job was spelled out, but the job function hasn’t changed. A short summary of his qualifications is as follows; 

Certified by New Hampshire Fire Training as a Fire Fighter 1, Fire Fighter 2, Fire Fighter 3, Fire Inspector 1, Fire Inspector 2, Fire Officer 1, Fire Officer 2, Air Craft Fire Fighter, Instructor 1 and Driver Operator. 

He graduated from Granite State College Cum Laude with a Bachelors Degree in Fire Service Administration, as well as an Associate’s Degree in Fire Protection from New Hampshire Community Technical College. He is internationally certified by the Center for Public Safety Excellence as a Chief Fire Officer. He is a graduate from the National Fire Academy Executive Fire Officer Program. One of his research papers is published at the National Fire Academy. He graduated from the New Hampshire Municipal Association Leadership Institute. He carries a CDL license with air and tank endorsements. He is currently operating under a CPAT waiver from the New Hampshire Fire Training Commission. That waver is typically called a Chief’s waiver. The CPAT is a test typically for entry level fire fighters, and Chiefs are typically granted a waiver of this Candidate Ability Test. That is done when the Fire Station Training Commission gets a copy of the job description, and determines that the job meets the qualifications for a waiver. 

Selectman Colby asked who authorized Chief to get the CPAT waiver? Chief Tetreault stated that he believes it was authorized by the Board of Selectmen at the time and processed through the Town Administrator. Selectman Colby asked if any of the other selectmen remembered that. Selectman Boudreau stated that she was the only remaining selectman who was a part of his hiring, and the waiver was not brought before that board. The working Chief was hired to be the fourth on call fire fighter/EMT. The CPAT would have been required. The board did not grant a waiver, they assumed he had it. She stated that she looked back for information and emails they had from Tammie Baillieu, and in those emails the Chief had requested it to be waived and the board said no. Chief Tetreault stated that was not his recollection, and he doesn’t believe that as a board they ever discussed a waiver from the board, the waiver is often granted as a Chief’s waiver, because it’s not an entry level fire fighter position. What it says is that his primary responsibility is administrative. It doesn’t mean his secondary, tertiary and so forth responsibilities are not structural fire and answering alarms. Selectman Kreider asked as chief, would he typically enter a burning building? Chief Tetreault stated that he wouldn’t. Typically, the Chief is supposed to have a big picture view of the scene and maintain accountability, fire fighter safety, and calling additional resources. There are situations where he would go into a burning building but that should be minimal because he would need to be outside of the building assessing the situation. Selectman Boudreau stated that she found her email and it says “He requested a CPAT waiver from the office. This is coming from Deb Prendergast. This was a lateral transfer because you were out of the Department and there was a 30-day lapse in service. Selectman Boudreau stated that the board did want him to have the CPAT. Because he was to be the fourth full time fire fighter EMT. Chief stated that he would refer to the contract. It doesn’t state that in the contract. Ms. Boudreau stated that they were asking for a working chief, so their intent was that he would be a firefighter/EMT but also take over all of the paperwork responsibility that the Chief was doing. Selectman Kreider asked if Selectman Boudreau was asking for any particular action at this point. She stated yes, can he get the CPAT? Selectman Kreider stated that he has a waiver for it. Selectman Boudreau stated that the board never approved it. Chief stated that the Fire Station Training Commission are the ones who would approve a waiver. Selectman Boudreau stated correct, but Chief never asked the board about the waiver. Chief stated that he doesn’t believe he ever needed to, unless it says in the contract that he has to pass CPAT, he doesn’t think there is a requirement there. He stated that he would refer to the personnel policy or the Town Administrator for any input on that. Selectman Kreider stated he would add this to the list of questions for the board to deliberate on. Selectman Boudreau asked if he would have to have a CPAT if he was going to be a certified firefighter? Chief stated that he is a certified firefighter. Selectman Boudreau stated that the board wanted a certified firefighter so wouldn’t he have to have a CPAT to be certified? Chief stated no, he is a certified fire fighter level three. Selectman Boudreau asked if she contacts the Academy, they will say its okay? Chief stated that they will confirm that he is a certified firefighter. He would ask if they are going to contact the Fire Academy that it is a board decision. Ms. Thibodeau stated that as far as the Chief’s waiver goes, it is routine for someone who has been…unless you’re 20 years old, it’s very rare that someone is going to pass the CPAT. This is a common waiver. As far as this goes, she feels that she is surprised they are discussing this. He is a certified firefighter. Selectman Kreider asked if from here on out, when they hire new people, they need to be meticulous about these things. At this point, questions like this should have already been addressed, perhaps even before the hiring process. He stated that they have to make sure the TA makes sure that it happens going forward. 

Maintenance and Training: Chief stated that he was asked how he identifies when the vehicles need servicing. He stated that regular vehicle checks of the apparatus are conducted, they look at various things as far as the engine, the pump, etc. If they find anything out of the ordinary, they have it addressed. Currently they are working on a software firehouse management  program so that all of those checks are captured electronically, so he can go back and look at a truck check from a year ago, a month or a week ago and see if it was done and if anything was found out of the ordinary. He stated that they also have a local mechanic come every six months to go through and see if there is anything that needs to be addressed. They also identify issues during operations. They do annual pump tests for all of the apparatus to make sure the pumps pump at capacity. They verify that the work is done, but some of it is pretty well hidden, so they use trustworthy and reliable vendors. In some cases, the vendor must be emergency vehicle certified. Where it is possible to verify the work was done, they do. 

Driver Operator Certification: As he stated earlier, he is certified as a driver operator. He would like that to be a goal for the department, to require all of the drivers to be certified and to carry a CDL license. In a previous job, they were able to accomplish that. All of their drivers were certified and carried CDL Licenses. Most of the equipment he has, uniforms, name tags all the brass turnout gear, he brought with him. The Town of Northwood purchased his turnout gear from his previous employer at a significant discount. Northwood issued him a badge, radio, pager, and staff car. They have software for the emergency reporting systems that can track equipment and they are trying to implement that so that when someone leaves the department, they know exactly what they were issued and they know exactly what they need to get back. It is a work in progress. 

Currently, in the department they have 14 EMT basics, 4 EMT advanced, and two paramedics, and next Tuesday he will be asking for permission to hire a third paramedic. 
 
Breathing apparatus: all fire fighters and certified firefighters are trained in the use of self-contained breathing apparatus. The new self-contained breathing apparatus was obtained prior to Covid-19. They typically have an instructor train them on all new equipment. They haven’t had the training that they would like to on the new equipment because of Covid-19. They are familiarizing themselves with SCBAs and how they work.

PPE stock for COVID-19: Thanks to the logistics officer, Adam Shuab, they have an ample supply of personal protective clothing. Prior to Covid-19, they have been pretty self-sufficient, and only having to go to the state recently for additional PPE. They have shared their PPE with Town Hall and the Police Department. He is hoping to get a grant to resupply that stock of equipment. The logistics officer is responsible for maintaining medical supplies. He maintains a par level on all ambulances and orders supplies from Concord Hospital or other vendors when needed. He monitors the expiration dates on the ambulance supplies and they are regularly inspected by the state, at the least annually, when they change the level of service. 

Selectman Colby asked about the records for all of the vehicle maintenance. Chief stated that the vendor keeps track of the oil changes, and that is a local business. They have a program on the Fire Department software management that keeps track of truck checks, so if they need to go back and look at those they can. It’s not in place right now, so one of the more technically qualified firefighters is working on getting that up and running, there are some issues with the ambulances though. He feels that it will be up and running totally within the next few weeks. Selectman Kreider asked if there was paper documentation for the truck checks for now? Chief stated that yes, for now. Selectman Kreider asked if it was at all useful to add the historic information or would it rather make more sense to just go forward with the software? Chief stated that right now the important thing is to get it up and running. If down the road the feel like they should add the historical information they can do that. Selectman Colby asked when the checks were done? At the beginning of a shirt or the end? And by who? Chief stated that when Covid-19 hit he was working on a policy to address just that. Right now, the off going person gives a report to the on coming person. They check the ambulance thoroughly and check the pumper at that station. The other apparatus has a weekly check, unless it’s been out on call. If they use the jaws of life one night it’s the off going shift’s responsibility to make sure it’s in proper working condition, and then the oncoming shift’s responsibility to verify that it’s all good. Selectman Boudreau asked if there was an occupancy permit granted for the bedrooms at the Narrows station. Chief stated that he was going to touch on that subject later, but a building is given an occupancy permit when it’s built, so there is no need for a new occupancy permit. The building inspector will come in and verify that the construction was built to code and they look at the construction and make sure it is adequate. They obtained a building permit and they had inspections and everything was up to code. Selectman Boudreau asked if the building inspection was on everything, not just the new bedrooms? Chief stated that was correct.

Staffing: Chief Tetreault stated that when he was hired in Northwood, he was asked to eliminate dead wood on the roster. They had a number of members who had not contributed to an emergency response for some time, some up to several years. They set a goal of 15% of call backs as a starting point for active fire fighters. He gave the people who were least active the option to be more active, to bump down to the support company, retire or resign. Some members chose to go on the support company, others said they would be more active, and the SOG on the support company was approved by the BOS. They have had an increase in activity for the firefighters, January 1, 2020 to March 1, 2020 and compare it to the year before in the same time frame, more people are responding to calls with a higher percentage of response. They have renewed interest from a number of the senior staff. Over the last 6 months they have been actively recruiting new members. 18 of the firefighters are certified firefighters. There are two more that are just finishing up training but was waylaid by Covid-19. Typically, they make every effort to cover with two firefighters during the day, one being himself and when possible two at night. They have doubled the effort to try and get two at night because of the pandemic. With Covid-19 the state is allowing them to respond with an ambulance with only one medical provider. They have taken advantage of that and allowed non medically certified to stay at the station. Typically the do not allow a non-medically certified person to work alone because they are not able to respond with the ambulance. If one person is on duty, they will respond with the ambulance, and if other providers are available, they will meet at the scene. That can vary based on the incident. If no other medical provider shows up than the person on duty with begin patient care until the medical provider shows up. Car one is equipped with a medical bag that includes oxygen and medical supplies. Car One is more that equipped to begin general patient care until an ambulance arrives. They use a software called When to Work to schedule the staff. The schedule reviews the availability and assigns staff to cover shifts. Selectman Colby stated that he always sees a few firefighters on 24-hour shifts, how safe is that? Is that effective? Chief stated that fire fighters throughout the country typically work 24-hour shifts. The career staff work two 24 hour shifts a week as a rule. It’s not uncommon. Selectman Boudreau asked if a fire call comes in, what rolls out from the station first? Chief stated that typically the pumper will roll first, if they don’t have someone fire certified then the ambulance will roll first. Selectman Boudreau stated that the other day when there was a garage fire, the ambulance rolled first and then the Chief arrived in his car, what was the reasoning behind that? Chief stated that as the incident commander, he needs to have the big picture of the scene, he takes command, he has accountability boards in the back of his call. He can call for resources. He’s doing a 360 of the building to make sure he has a good idea od what’s going on. Keep in mind it came in as a fire alarm not as a fire. Selectman Boudreau asked why the pumper didn’t go out? Chief stated that the other person on duty was not fire certified, they were an EMT. Selectman Boudreau stated that since Chief is a certified firefighter, why was it more important to be a chief at that point? He stated that it was because he knows that there are people in town that can roll the truck, they had automatic aid from Deerfield as well, they got there before Northwood did. They also had automatic aid from Epsom as well. Selectman Kreider stated that he wants to understand the staffing criteria for staffing levels on the ambulance. What level do they staff it with, what does that enable us to do, and he would like to have some comfort level that the revenue that they depend on to pay both the pumper lease and the ambulance lease are going to be there. Chief stated that the schedular reviews the schedule and tries to put together a schedule that will allow for the best crew that they could possibly have. Sometimes that is a basic EMT with a non EMT to drive the ambulance. But the strive to have advanced EMTs and spread them out so they don’t have them working together. Rather they pair them with a basic EMT. Getting paramedics on board will get them to the ALS two rate, which will help on billing and revenue. If they have one person on, they rely on one of the call people coming in from home. They have been a little hit or miss with getting people to come out, especially at 2AM when they have to go to their fulltime job in the morning. They try to keep one person on all the time and hope a call person comes in. Right ow they can fill out tat crew with a driver, but they would prefer to have at least an EMT. It’s all based on the need. They can’t give people advanced services if they don’t need it. Selectman Colby asked if it was routine that if there is an accident on the east end of town, Does Epsom already know they might have to come and cover? Chief stated that they do have a communication system, for example, during the garage fire the other day, they called Nottingham to come and sit in their station. If they are out on a call and fire alarm knows that Northwood doesn’t have staff to cover the ambulance based on what shows up on a program called I am Responding, a second ambulance call in Northwood would get Epsom, but they are trying to change that so they get the most geographically appropriate ambulance. Selectman Colby stated that in the past when the whole department rolled out on a call and the Nottingham crew came in, are they leaving a Northwood firefighter back with the Nottingham crew? Chief stated that they try to do that. Sometimes they need all hands-on deck. 

Finances: Chief stated that there were questions about how they develop the budget. The budget is first prepared by evaluating their needs. They look at previous year’s expenditures. They look at fixed costs versus discretionary costs. If they have some discretionary costs in the equipment line, sometimes guessing what you budget is going to cost 18 months in advance, there may be some new equipment coming out and if they have some discretion in that line, they may be able to get it. Some of it is fixed costs, like there software licenses.
They solicit input from their offices either formally or department meetings, or either informally if someone finds something in a magazine. He evaluates their equipment needs as far as capital purchases. They may have new standards to meet year to year, Covid-19 is a good example of that. They also look at equipment and maintenance costs. He stated he was asked if he was prepared for the budget this year. He feels that he was, because he’s been a fire chief for 10 years, He has never been requested or prepared a budget the same way twice. He is still learning the idiosyncrasies of Northwood, and what the expectations are, so he prepared his budget based on his experience. Next year he will be more detailed. Finally, through the town administrator, he has discussions to determine what his level of funding is. 

Chief stated that they started the year on track to meet or exceed the projected revenue for the year. They had no idea that a pandemic was going to hit. Calls for services plummeted. People were afraid to go to the hospital. They had two months of low call volume. Even with that they maintained enough collections that they would meet the obligations for the new apparatus. The calls are starting to go up again. Last month revenues were higher than they expected. As a safety factor they do have more time to collect revenue for those two pieces of equipment. They are ensuring that reports are being completed in a timely manner, in order to be paid. 

Questions about the remodeling of the Narrows station: Chief stated that the construction was conducted in accordance with the personnel policy. Purchase over $500 are to be signed by the town administrator. They tried to minimize costs. They bought damaged drywall so it was less expensive. They bought drywall mud, two passage doors with lock sets. They went to an outlet in order to get a better deal. They bought 2x4 and 2x6 for framing two walls and an egress window. The egress window was discounted from Lowes because it was an open container. They bought paint; the carpet was donated. They bought a fire door to seal between the apparatus and the living quarters. They bought three smoke detector/carbon monoxide detectors. As with any project, they made every attempt to minimize costs. 

The budget for his first year here was not his own. In the 2019 budget there was approximately $30,000 less than the 2018 budget. When he was hired, they did not include salary specifically for his position in the budget, because it was a default budget. The pump rebuilds on engine three was just being completed and the funds were inadequate out of the 2018 budget so $3,000 for that pumper repair came out of 2019. They evaluated the state of the budget and made adjustments. All large changes in the 2019 budget were justified and approved by the BOS and the town administrator. In the end they came under budget and at the same time they were able to make a number of improvements in their equipment. 

Capital Expenditures. With this year’s budget he was asked to do a CIP. He looked at apparatus, age mileage and anticipated life expectancy. The first priorities that they identified was the ambulance. The purchase had been put off once or twice before, and a new tanker. The tanker is past its life expectancy. The next big priority is to replace engine three, the best-case scenario for paying for a new pumper would be that the ambulance revenue exceeds the expectations and they can fund a lease purchase for this truck in 3 years. Keep in mind, the revenue projections were based on their lowest year revenue in some time. If revenue is not forthcoming, they have several options. One would be purchasing a used vehicle. Two, they could wait until the revenue is enough to fund a lease purchase. Or some combination of those two. They could seek grant funding for the purchase, but if apparatus is not on the CIP they won’t fund it in a grant. As far as the exhaust system goes, they do need an exhaust system at the Narrows fire station. As he explained to the previous board, they should be able to get a grant before the next budget cycle. If they don’t have firefighters living in the station, they would not get a gran t for the exhaust system. So, it was important to put fire fighters in the Narrows station. Having fire fighters in the station will also give them the ability to apply for grants for fire alarm systems or sprinkler systems. 

Selectman Hadley stated that when he was on the BOS years ago, they used to get a monthly or quarterly report showing what ambulance billing was outstanding, and the Chief at the time would give recommendations as to what they could write off. Could Chief Tetreault provide an aging report to the board? Chief stated that he does get an aging report, and the previous board gave him direction on how to deal with those delinquencies. Typically the board has given him guidance on when to write things off. 
Selectman Boudreau stated that she was assuming Chief is talking about adding the Quint truck because it had a latter and there are so many tall buildings in town. He stated that was correct. She stated that she missed when he said the total of the amount of renovations to the Narrows station. Chief stated that he doesn’t know exactly, but all total it would have to be under $1,000. Selectman Kreider stated that brought up something that he was thinking of. When he worked in industry, the discussion that managers would have is at what point should they consolidate some of these expenses and call it a “project” and seek higher level management review. Selectman Boudreau stated that she appreciates doing projects that are kept under the $500 minimum, but if you do 5 projects at $500, that’s $2,500. Chief stated that the idea was not to split the invoices. It’s just how the need came in. 

Management: The first topic is administrative tasks. Chief stated that most of the administrative tasks are being handled personally by him. However, there are some things they delegate as necessary. Chief handles accounts payable, payroll, creating budgets, grant management, grant writing and other administrative tasks. Moving forward he will evaluate administrative tasks and assign as necessary. In the Narrows station they built two non-load bearing walls to create two separate bunk rooms. They installed egress window in one room, and a fire door between the apparatus bay and living quarters, and installed smoke and carbon monoxide detectors. They obtained a building permit from the code official at the time, and they got the appropriate inspections and approvals once the project was complete. Any member of the board is welcome to come to the fire station and tour at any time. There were questions about time spent at Town Hall. There are a number of tasks that require him to be at town hall. He regularly interacts with numerous departments in Town Hall, including finance, building official, land use secretary, Town Clerk, Recreation, and the majority of the meetings are with the Town Administrator. They meet, she provides guidance and they have staff meetings. For some reason it’s a pet peeve, and he can assure the board he does not have the time or the inclination to hang around at Town Hall. Anytime he is there it’s for official business. There are times when he needs to spend more time at Town Hall than usual. For example, if they have a personnel action going on, he wants to make sure he gets it right so he spends time at Town Hall. Selectman Colby stated that it says in Chief’s contract that any personnel issues should be directed to the board, so why would he be going to the Town Administrator? Chief stated that the recent termination was the reason he was spending that time there. Selectman Colby stated that it was under duties and responsibility. Selectman Kreider stated that was part of the appeal process, when the personnel in question might disagree with the discipline and would like to appeal. Ms. Thibodeau stated that she is the HR Director, so there are times when Department Heads would have to talk to her. The personnel policy allows for grievances and that is another option. Any HR questions would be brought to her. A grievance would go to her first, and ultimately it could go to the board. Selectman Colby stated that the contract language is confusing. Maybe they need to look at the policy again. It says in his contract that any grievance that the Chief can’t figure out himself should go directly to the BOS. Selectman Kreider stated that he is certain that is contrary to the personnel policy. He stated that he would like to revisit that. Selectman Frye stated that it wasn’t the only example where the contract and job description differ. He thinks they should examine both with fine tooth combs and act as a board to determine if they will change one or the other. It might be easier to change the job description than the contract. 

Chief stated that they make every effort to follow the chain of command. They are a small department and some of their officers are not as available as they should be. The lower level officers sometimes may not be readily available and questions might go directly to the chief. As often as possible he will redirect those questions back down the chain of command.  His very first staff meeting going outside of the department and bypassing the chain of command will not be tolerated. Internally, sometimes we struggle with chain of command, sometimes its lack of availability or lack of people. He is there most often so people come to him. They use several software solutions, such as When to Work, I am Responding, Emergency Reporting and Temptest. When he arrived in Northwood, he found that they were not utilizing some of these programs to their fullest potential. For example, they are only using emergency reporting for incident reports. Currently they are implementing tracking of personal equipment. They are implementing electronic vehicle checks. In the future they will be updating the program with all relevant information. They also use I am Responding. This program is one they are trying to use more effectively. They recently took steps to help ensure that the duty staff are listed in the program. They continue to encourage the staff to sign into the program and indicate they are responding to call. This send the information directly to Fire Alarm. It lets them know who is on duty and responding. Typically, email is disseminated using email groups. The deputy updates the email group when they have new employees. Changes in staff: As a change agent he has found any organization there are members who think change is not happening fast enough. There are some that think change is happening too fast, and there are those who don’t believe change is needed. He suspects that the recent regulations have something to do with one of those factors. One of the 5resignations was due to life commitments and she didn’t have the time to dedicate to the department anymore, so that should not be a reflection on the department. The letter from the fire fighters addresses the members that resigned and let that speak for itself. Since the change in personnel they have renewed interest in the department, with more members responding to calls. They have members who are responding to more calls. As you may be aware, they have had issues with equipment being tampered with and missing from the stations. After consulting with the BOS, TA, and getting a legal opinion, they decided to install security cameras in the stations. Because they do not record voice, there is no need for occupant warning signs to be installed. The tampering continued in areas outside of the view of the cameras, including in the cabs of the apparatus and in the back of the ambulance. Fortunately, most of this tampering was discovered when the members did truck checks, and since the recent change in personnel the tampering and missing equipment has stopped. There was a question about a time clock. They did have an issue with one member coming in late to work on a routine basis. That issue has been addressed and the deputy is doing monthly audits of the door codes to see when people are coming into work. They can randomly check those audits to make sure people are coming into work on time. At this point he feels a time clock is not necessary. Looking at the audits thus far, people coming in late is definitely the exception to the rule, and generally not much later than a minute or two. His management style is that he is a participatory manager. It’s his philosophy to empower the members with authority and responsibility. In this day of electronic devices, communication takes place mostly via email. They strive to have monthly department meetings and give all members an opportunity to be heard. As far as the public, they strive to provide information and customer service to the community, and make every effort to participate in community activities such as the birthday parades. He feels that the perception of the department is good. It’s something that needs constant work. As with any public safety organization, they occasionally have minor mishaps with apparatus. Most of these are minor in nature, and they make repairs in house when possible. One of these instances occurred at the Ridge station while he was backing an engine in to station 3. The damage was that one of the grab bars needed to be tightened. The incident in question pulled off a piece of flashing. Around the same time the tore off a piece of flashing off of the Narrows station due to a windstorm. Chief reached out to Steve Baily and he put them in contact with someone who makes such repairs to town buildings. He was scheduled to come and never showed up. Given the lack of storage at the stations, they tend to store things behind the Narrows fire station. Now that the snow is gone they have begun the process of spring cleaning. Selectman Boudreau stated that the Chief had said that prior to the cameras being installed, it was brought to the board, she didn’t believe that to be true. Chief stated that he brought it to several Board members. Selectman Boudreau stated that they aren’t a board unless they are all together. Chief stated that he believes he spoke with Selectman Frye and Selectman Kreider. Selectman Kreider stated that he believes it was part of the termination process discussion. TA Thibodeau stated that she remembers the conversation, and that former Selectman Scott Bryer was involved as well. Selectman Colby stated that he only talked to a few selectmen, not the board, how is that legal? It’s the same situation as the Town Hall scheduling policy, TA Thibodeau wants everyone involved with that to make a decision. Maybe they need to look into that policy as well. He stated that at his first meeting at Town Hall, Selectman Kreider and Selectman Frye were having their own separate meeting. They need to stop doing that. If they are going to make a decision as a board, it needs to be the full board. Chief stated that he wasn’t seeking permission, more seeking guidance. He has the authority to do that. Selectman Boudreau stated that seeking guidance from two board members rather than the five is not seeking guidance from the board. Changing any town building has to be a board approval.  She stated that the time clocks were brought up because the Chief chose to check the door codes for one of his employees, yet she doesn’t believe any of the employees knew that the door codes were being used as a time clock. Has he checked all of the other employees, because she requested the data on the other employees and he was going to get back to her, but that was back in March. Chief stated that he did check the data on the other ones, and as he stated the other people are coming in on time or early. Selectman Boudreau stated that she asked for that and he never got it to her. If anyone was actually late at all, they should probably receive some type of discipline. Which would go by the chain of command, which he said he was definitely using. She thought the Fire Department has an internal chain of command of officers? So, is he using that or is he bring all issues directly to the TA? Chief stated that he believes they are using the chain of command. That was an issue that was brought directly to him and directly affected him. There are somethings that are critical enough that deserve the chief’s attention and he felt that was one of them. Selectman Boudreau stated that in March he chose not to do that, if the employees chose not to do that, how would he feel? Chief stated that he didn’t say he chose not to follow the chain of command, he said that it was an issue that warranted the Chief’s attention. It was a personnel issue that needed to be dealt with. Selectman Boudreau asked if one of the members of the department was late one time, should his immediate supervisor of the chain of command talk to that person? Or should it have escalated to the point that the Chief was involved? Chief stated that his understanding was that this person had been late since he started and he was spoken to by the previous chief. Selectman Boudreau asked if there was documentation of the person being spoken to? Chief stated that he has no reason to believe that the former chief was being dishonest. Selectman Boudreau asked but was the documentation in the file? Chief stated that he didn’t know, or believe there were. Sometimes verbal reprimands are not documented. Selectman Boudreau stated right, so a verbal is a verbal but then you would get a written warning, per the town policy. Chief stated that he wasn’t there, he doesn’t know the details. Selectman Boudreau stated that he did chose to escalate it, that’s why she is asking. Referring to the town policy when he talks about chain of command. Chief stated that he believes they followed the chain of command in this case. Selectman Boudreau stated that she hopes so, because they will be going to court soon. Selectman Kreider stated that he was going to put this issue down as an item that they should look into. Selectman Colby asked if the door punches were put into a computer so they can verify it? Lets say someone is coming on duty and chief comes out to meet him and they talk in the parking lot for 5 minutes or 15 minutes discussing work, and then the person walks in without punching in because the door was open, does that mean every time a new  shift starts you have to shut the door and reopen it with your code? Selectman Frye interjected and stated that he was concerned that this conversation was opening them up to some liability talking about this, specific to issues that will be forth coming in potential legal action. Selectman Boudreau stated that they did give Chief the option of public or nonpublic. Selectman Kreider stated that this brings up a question that was asked earlier, which is should the town be considering time clocks. From the Chief’s perspective, he feels maybe it’s not something they need to consider. That doesn’t mean that the BOS can’t take action on that as a board. 

Morale: Chief stated that it is his opinion that morale of the department is on the upswing. He’s seeing more members responding to calls, participating in activities and working shifts. Some members have come back that they have not seen in months. That being said, the lock down from Covid-19 has had an impact on morale, such as fear of exposure, and inability to complete training or hold meetings. Morale is still high, and he is sure it will come back once the lockdown is lifted. Morale has changed significantly with the change in personnel. Several members expressed that sentiment to him personally. They are handling 95% of the calls in the last three months, and that lends to the assertion that they couldn’t handle their own calls as being not true. As they may be aware, the department conducted a vote of confidence, and he was told the vote was overwhelmingly supportive of the leadership and management of the fire department. As shown in the recent letter from the firefighters, most of the staff is supportive of the leadership and direction of the department. Moving the career operations to the Narrows station has impacted morale greatly. The facility has a much nicer building. Backing into the Ridge station is a nightmare. Living at the Narrows fire station is safer and nicer. They aren’t listening to the traffic of Route 4 24 hours a day. In December they hosted an awards banquet and recognized the members for service above and beyond the call of duty. They recognized members for years of service and he is hopeful to see all of the board members at the next banquet. Selectman Colby stated that Chief brought up the backing into Route 4, the Ridge Station. Is there a ground guide available? Chief stated that he was by himself. Selectman Boudreau stated that the Chief had said that they are now doing 95% of the calls, is that including transports or just going to 95% of the calls? Chief stated that he would have to double check, he believes it’s 95% of the transports. Selectman Boudreau stated that Chief brought lots of new applicants to the town, which is great. They have all been part time. There is still a vacancy for a full time, does the Chief feel that they will fill that? Chief stated that he doesn’t know if they can afford to with a second year of a level funded budget. The advantage to part time people is that they don’t have to pay benefits. Selectman Boudreau stated that last year she had asked the Chief what it would take to have 24/7 with two people coverage. She recalled that his answer was 8 or 9 full timers. She does appreciate him staffing as much as he can with the part timers. 

Performance: Rebuilding the call company. Chief stated that this project was never is never done. Over the past year they have moved the in active members over to the support company. The support company gives members an opportunity to stay in the fire department family, but for whatever reason they are not able to fire operations. Last year they adjusted the ambulance billing rates. They found their billing rates were the lowest in the region. Just slightly higher than Medicare rates in some cases. They changed from an outdated method of billing and went to a bundled billing system. The rates are now at the region average. The night he was hired in Northwood, the department lost their only paramedic. Over the last year they have been working to bring paramedic service level back to the community. After a few misfires on paramedics, they were able to hire a paramedic and after a few weeks they have licensed the ambulance back to the paramedic level again. Most recently they hired a second paramedic, and hopefully within the next few weeks they will hire a third. They have added a number of new call fire fighters and EMTs to the roster, and with few exceptions, these members have been active and contributing to the department. One of the biggest accomplishments this year has been putting the new breathing apparatus in service. This project included 40 new air packs, a compressor, a fill station at the Narrows, a fill station on Rescue 1, and this project significantly increases their capabilities and the safety of their fire fighters. In 2019, they operated the department under a default budget, they made significant improvement in the department and they still came under budget. They upgraded both refrigerators at the stations. These appliances will help bring down the electric bill in the future. They also upgraded the dishwashers. The total cost of both dishwashers was $25. If they even prevent one sick day, the cost of these appliances will be well worth it. With Covid-19 it’s even more critical that the dishes are sanitized between uses. They replaced a number of their nozzles. Previous nozzles did not have adequate flow to extinguish a fire in a modern structure. The new nozzles with flow much more water and absorb more BTUs in a fire. They put together a tanker committee to order a new tanker. Using information from a previous ambulance committee they were able to specify and order a new ambulance. They were able to secure a “new to us” replacement forestry truck. There is no cost to the town for the vehicle. As part of the budget process they were able to create a capital improvement plan. This CIP will give them a roadmap for capital purchase in the future. They are all continually learning, and some things with the benefit of hindsight he would do differently. Probably the most significant would be the formation of the support company. In some regards the support company has been a huge success. But in others it’s been somewhat of a failure. A number of the long-time members were offended that as a chief he had expectations that they contribute to their organization. Although he still feels the support company was the right thing to do, in some cases it would have been a benefit to cut ties with the members who are not contributing to the department.  Although he has only been with the department a short time, it is his opinion that it is in far better shape and better able to provide service to the community and they are in better shape than when he arrived. Selectman Colby asked when the forestry truck would come into service? Chief stated that it was being worked on now. They are hoping to have that in service soon. 

Selectman Kreider stated that he had a few items that he would like the board to think about how they will handle some items that he wanted to go over with them at the next meeting, for example, consistent termination process, or accessing performance reviews, discrepancies between the job descriptions and contract, etc.. Possibly at a June meeting. 

Selectman Colby asked if they ever got an answer from legal about the firemen who were terminated. Ms. Thibodeau stated that she sent an email a while back, it was a whole explanation about 91 A. Selectman Kreider stated that she should resend it. 

Selectman Boudreau stated that she would like to thank the Chief for answering all of their questions. 

Selectman Hadley stated that he had a personnel issue that he wanted to bring up in nonpublic. 

Motion: to go into nonpublic under RSA 91 A, personnel related matters” 

Motion: J. Hadley
Second: T. Colby

[bookmark: _Hlk41664787]Roll Call Vote

Selectman Hadley-yes
Selectman Frye-yes
Selectman Colby-yes
Selectman Boudreau-yes
Selectman Kreider-yes

Motion carries 5/0


The selectman entered non public at 9:38 PM. 

 
MOTION: “To exit non-public session at 11:24 pm.”	
Motion: 	M. Frye
Seconded: 	B. Boudreau

Roll Call Vote

Selectman Hadley-yes
Selectman Frye-yes
Selectman Colby-yes
Selectman Boudreau-yes
Selectman Kreider-yes

Motion carries 5/0


MOTION: “To seal the non-public minutes of May 19, 2020 indefinitely under RSA 91-A: 3, II (a and c).”	
Motion: 	M. Frye
Seconded: 	T. Colby
Roll Call Vote

Selectman Hadley-yes
Selectman Frye-yes
Selectman Colby-yes
Selectman Boudreau-yes
Selectman Kreider-yes

Motion carries 5/0
	

MOTION: “To adjourn at 11:25 pm.”	
Motion: 	B. Boudreau
Seconded:	M. Frye
Roll Call Vote

Selectman Hadley-yes
Selectman Frye-yes
Selectman Colby-yes
Selectman Boudreau-yes
Selectman Kreider-yes

Motion carries 5/0

Respectfully Submitted
Susan Austin, Land Use Assistant
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