Freestone Medical Center

Fairfield Hospital District
Board of Directors’ Meeting
July 24th, 2025

The Fairfield Hospital District met on July 24, 2025, in the J.R. Corne Boardroom inside Freestone Medical Center
at 12:00 p.m. Board Members in attendance were George Robinson, David Lott, Brent Moore, Carman Mannen,
Lisa Tate, and Danny Wren. Others in attendance included Tony Price (FHD Advisor), Melissa Wilson (CEO),
Jennifer Azua (CFO), Nicki Hagen (CNO), Craig Sims (CHC), Dr. Darryl White (Chief of Medical Staff), Mindi
Wammack (Executive Assistant/Marketing)Terry Cearley (President & CEO and Vice Chairman of Farmers State
Bank) and John Bush (Senior Vice President of Farmers State Bank).

CALL TO ORDER - The meeting was called to order at 12:16 pm by George Robinson.
INVOCATION - The invocation was led by Dr. Darryl White.

C. PUBLIC FORUM - The public forum began with introductions of special guests from Farmers
State Bank (FSB), Terry Cearley, President & CEO and Vice Chairman, and John Bush, Senior Vice
President. George Robinson welcomed them on behalf of the board, expressing appreciation for the bank’s
longstanding support and partnership with the hospital.

Mr. Cearley reflected on the bank’s longstanding support for the hospital. He expressed pride in the
relationship between FSB and the hospital resulting in a successful long-term partnership. He praised the
hospital’s leadership and board for consistently honoring their commitments, and acknowledged the
mutual trust that has allowed both organizations to maintain a productive working relationship for over
years. Mr. Cearley emphasized the bank’s ongoing willingness to support the hospital’s financial needs,
including potential increases to the line of credit and short-term cash flow solutions.

Board members introduced themselves to the FSB representatives, highlighting their individual roles and
tenure on the board. A brief discussion followed about how the hospital’s operational challenges and
strategic goals align with the bank’s community-focused lending philosophy. Mr. Cearley encouraged
open dialogue and invited hospital leadership to maintain direct communication as budget and funding
discussions progress.

D. FAIRFIELD HOSPITAL DISTRICT UPDATE - Tony Price presented the Fairfield Hospital
District update, referencing the 2025-2026 budget process and anticipated tax revenues. He noted that the
preliminary budget had been distributed for review and encouraged feedback. He explained that projected
tax value increases would allow for up to an 8% increase - approximately $230,000 - without triggering a
rollback election. While there was some discussion of a future election, Tony emphasized that this year
may not be the right time and that a careful, structured approach to budgeting and district obligations is
critical. He praised the quality of medical services but cautioned that financial challenges will require
disciplined decision-making. A financial summary and the draft budget was included as part of the board
packet.

E. COMMUNITY HOSPITAL CORPORATION UPDATE - Craig Sims provided the CHC
update, expressing appreciation for George Robinson’s attendance at the THT Governance Conference
and noting that the event provided valuable context for current rural healthcare challenges. He discussed
the “Big Beautiful Bill” and its potential impact on rural and community hospitals, explaining that CHC is
closely monitoring how such legislation may affect Freestone Medical Center and other facilities in their
network. Craig emphasized the importance of continuing to operate efficiently while adapting to potential
changes in reimbursement models and regulatory requirements. He also highlighted progress on the
revenue cycle management (RCM) conversion, crediting Jennifer Azua for her leadership in preparing for
improved performance metrics once the transition is complete.



F. CONSENT AGENDA - Items presented as part of the board packet.

A motion to approve the full consent agenda was made by Lisa Tate and seconded by Danny Wren.
Motion carried unanimously.

G. REPORTS

1. CNO and QA/PI - Reports were included in the board packet.
Nicki Hagen reported that June volumes included 23 inpatient admissions and 32
observation stays, meeting the inpatient budget goal of 23. No swing bed admissions have
occurred yet, but the first is anticipated within the next two weeks, with another expected
shortly after. She noted that the case manager has been instrumental in converting
observation stays to inpatient status, successfully completing several peer-to-peer
reviews, along with Dr. Mason from Beam Healthcare. The Emergency Department saw
736 visits, slightly below budget, with 77 transfers, 8 patients leaving against medical
advice, and 8 leaving without being seen. Throughput times increased to approximately
170 minutes. Surgical and clinic volumes were strong, with 18 surgeries against a budget
of 17, 39 scopes against a budget of 35, and 26 CT scans. Clinic visits totaled 2,273,
including 298 at Teague Clinic (above budget) and 249 at Buffalo Clinic. Respiratory
procedures and treatments totaled 350, with additional cardiopulmonary services
recorded. All reported deaths were deemed unpreventable, and there were no grievances
or complaints reported. Nicki noted that some patient complaints regarding wait times
have been tied to one physician due to slower throughput and higher AMA rates on the
shifts. ACPHealth is addressing the issue and expects a resolution within 48 hours.

2. CEO Comments - Report was included in the board packet.
Melissa Wilson supplemented her written CEO report with two verbal updates. First, she
shared that Freestone Medical Center’s prior radiology group, Waco Radiology, has
agreed to continue providing services despite previously issuing a notice of termination.
Although their rates have increased to remain competitive in recruiting radiologists, the
updated pricing remains substantially more affordable than alternative proposals
received. The continuity of service avoids a rushed transition and gives the hospital more
time to evaluate future options carefully.

Second, Melissa noted that interviews were held the previous day as part of the National
Rural Hospital Stabilization Program site visit. Additional interviews are scheduled to
accommodate those unable to attend. She expressed optimism that the program is
generating increased interest and engagement among hospital staff, as more employees
begin to understand its purpose and potential impact. No additional items were raised.

Carman Mannen added comments regarding the successful RHSP visit last week,
emphasizing its value in shaping operational and strategic priorities moving forward.

1. Executive Session - Entered into executive session at 12:51 p.m., in accordance with Texas
Government Code Section 551.074 (Personnel Matters).

ACTION FROM EXECUTIVE SESSION - Executive session adjourned at 12:58 p.m. No action taken.

J. ADJOURNMENT - Meeting adjourned at 1:01 p.m.



K. Next Meeting - August 28th, 2025 at 12:00 p.m. in the J. R. Corne Boardroom at Freestone
Medical Center.

George Robinson Mindi L. Wammack
FHD Board President Executive Assistant



