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The Fairfield Hospital District met on March 27th, 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, Lisa Tate, Danny Wren, 
and Brent Moore. Others in attendance included Tony Price (FHD Advisor), Melissa Wilson (CEO), Jennifer Azua 
(CFO), Nicki Hagen (CNO), Michael Morgan (CHC), Dr. Andy Wilson (ACPHealth), Dr. Brett Burnett (ACPHealth), 
Nate Andersen (ACPHealth), Dr. Darryl White (Chief of Medical Staff), and Greg Thelen (CLA Auditor). 

 
A.         CALL TO ORDER - The meeting was called to order at 12:00 pm by George Robinson. 

 
B.         INVOCATION - The invocation was led by Dr. White. 

 
C. APPROVAL OF MINUTES OF PREVIOUS MEETING - Minutes from the February 27th, 
2025, meeting were presented for review. A motion was made by Lisa Tate and seconded by David Lott to 
approve the minutes as presented. Motion carried unanimously. 

 
D. EDUCATIONAL TOPIC - Cindi Baldwin presented the educational topic titled Navigating the 
Future: New Challenges and Opportunities for Rural Hospitals. She highlighted the evolving healthcare 
landscape, focusing on strategies for hospital sustainability amid workforce shortages, changing 
regulatory expectations, and increasing financial pressures. Key points included the importance of 
proactive revenue cycle management, collaboration across departments to optimize staffing, leveraging 
technology to support patient access and care delivery, and preparing for federal reporting changes tied to 
Medicare and Medicaid. Cindi emphasized the need for rural hospitals to remain agile and community-
focused while planning for long-term viability. 
        
E.           Public Forum - No public comments were made. 
 
F.          FAIRFIELD HOSPITAL DISTRICT UPDATE - Tony Price provided the Fairfield Hospital 
District update, reporting on the hospital’s financial position and recent strategic actions. He reviewed the 
status of the hospital’s line of credit and emphasized the need for continued cash flow improvement. 

Two formal resolutions were presented for board approval: 

1. Resolution No. 2025-01 - This resolution authorized working capital note in aggregate 
principal amount of $1.5M with Farmers State Bank.  
     

2. Resolution No. 2025-02 - This resolution updates the hospital district’s authorized banking 
signatories in accordance with leadership changes and compliance requirements. 

 Motion made to approve both resolutions by Brent Moore and seconded by David Lott. Motion carried 
unanimously. 

G. COMMUNITY HOSPITAL CORPORATION UPDATE - Michael Morgan provided a brief 
update, referencing the operational and financial trends discussed at the prior meeting. He reiterated that 
ER and inpatient charges for January were trending positively, noting ER charges per encounter had 
increased, reflecting improved care delivery and documentation practices. Inpatient charges were also up 
approximately 30%. 

He explained that February data was not yet available due to the time-consuming manual process 
currently required to compile key reports. Efforts are underway to streamline this process and reduce the 
burden on the CFO by exploring more efficient reporting solutions. 

H. FINANCIAL REPORT- presented by  Jennifer Azua, CFO 



  
a. Monthly (February 2025) 

Jennifer Azua presented the financial and statistical report for February 2025. She 
reported 68 total admissions, including 21 acute and 47 observation, with acute 
admissions coming in slightly below budget. ER visits totaled 714, just under the 
budgeted 765. Imaging volumes were mixed: CT scans were above budget, MRI slightly 
below, ultrasound remained significantly low due to staffing gaps, mammography was 
above budget, and X-ray slightly under, with total radiology volume at 1,092 (vs. a budget 
of 1,132). 

Jennifer noted that net operating revenue and cash collections were still being finalized, 
as February month-end close was underway. However, she shared that case mix index 
was trending above budget, indicating that the hospital was treating sicker patients — 
which could improve reimbursement. 

She also acknowledged ongoing challenges with timely and accurate billing, especially in 
the ER, and stated that she was working to understand why observation case 
reimbursement remained lower than expected. She indicated this could be a contracting 
or adjudication issue, and that she was collaborating with CHC and ACPHealth to assess 
whether documentation, coding, or payor contracts were contributing to the low 
collection rates. 

Jennifer confirmed that she is tracking gross vs. net accounts receivable, as well as 
allowance levels, and is closely watching payer mix trends and denial rates. She also 
mentioned that the ER professional claims were performing better under the new group 
(ACPHealth), and that documentation levels have improved. 

A motion was made by Lisa Tate and seconded by Danny Wren to approve the financial 
report. Motion carried unanimously. 

b. Audit Review 

Greg Thelen of CliftonLarsonAllen (CLA) presented the results of the annual audit for 
FY2024 (ending September 30, 2024). He confirmed the hospital received a clean, 
unmodified opinion, which is the highest level of assurance provided in an external audit. 

He highlighted two key financial indicators: 

● Days Cash on Hand decreased from 70 to 63. Greg noted this reflects a slightly 
tighter financial position but still represents a healthy cushion relative to industry 
norms. 
 

● Net Days in Accounts Receivable improved from 48 to 42. He clarified this was 
due in part to an increase in reserves (allowances) outpacing growth in gross 
receivables, leading to a favorable net AR position. 
 

Greg added that anything under 50 days for net AR is considered excellent across the 
industry, and Freestone Medical Center remains strong in this area. 

He briefly referenced benchmarking data CLA monitors nationally and offered to provide 
further insights or answer questions after the meeting if board members wanted to 
explore additional comparisons. 

A motion was made by Brent Moore and seconded by David Lott to approve the FY2024 



audit as presented. Motion carried unanimously. 

I.           MEDICAL STAFF REPORT - Presented by Nicki Hagen, CNO  
 

a. Initial Appointments: 
● OnRad Teleradiology Group  
● Folashade Bernard, MD (Beam Healthcare) 
● Remi Nader, MD ( Neuro Surgery ) 
● Joseph Bales, MD (ACPHealth) 
● Patrick Asay, MD (ACPHealth) 
● Wayne Bruner, MD (ACPHealth) 
● Andrew Burnette, DO (ACPHealth) 
● Ryan Guthrie, MD (ACPHealth) 
● Busala Oke, MD (Beam Healthcare) 
● Meghan Smith, MD (ACPHealth) 

c. Reappointments: 
● None 

d. Voluntary Terminations: 
● None 

A motion was made by David Lott and seconded by Danny Wren to approve the medical staff 
appointment and terminations. Motion carried unanimously. 

J.         NEW BUSINESS - Presented by Melissa Wilson  
  

a. Policies and procedures:    
 

1. Radiology - IV / Oral Contrast Administration - Updated to reflect CIHQ survey 
feedback.  

2. Radiology - MRI Screening - updated for safety and compliance with CIHQ and 
MRI standards. 

3. Human Resources - Attendance / Tardiness - formalized per Texas Workforce 
Commission guidelines.  

Motion to approve all three made by David Lott and seconded by Brent Moore. Motion 
carried unanimously. 

J.           REPORTS     
 

1. CNO - Nicki Hagen reported that staffing and patient volume concerns continue to grow. 
The ER is seeing an increase in acuity and overall activity, which is placing pressure on 
both floor and ER nursing teams. She noted the consideration of a mid-shift "float nurse" 
who could help alleviate patient care bottlenecks during peak hours. Despite challenges, 
team morale remains strong. 

2. QA/PI - Nicki Hagen reviewed the QAPI dashboard and highlighted areas of focus and 
improvement. Early performance trends in surgical case reporting are positive. However, 
the ER's "left without being seen" (LWBS) rates remain elevated. Contributing factors 
include delays in triage, diagnostic delays tied to plain film read availability, and lab 
turnaround times. Radiology and lab departments are being reviewed for system or 
staffing process improvements. 

3. CEO - Melissa Wilson gave a strategic update with support from ACPHealth 
representatives. Topics included: 

● OBS volume significantly increased; inpatient admissions have declined slightly. 
● Transfers and LWBS rates are uncharacteristically high, with approximately 90 

transfers in February alone. 
● Marketing delays due to issues with Facebook and Google account access; 



campaign examples were previewed. 
● Emphasis on importance of ultrasound availability to avoid unnecessary 

transfers. 
● Proposal to raise nurse salaries to reduce reliance on contract labor and improve 

staffing stability. 
● Suggestion to evaluate switch from Medhost billing to a specialty vendor  for ER 

coding and collections. RSI proposal pending. 
● Board requested analysis comparing billing company bids before proceeding. 

Financial Strategy Discussion - CHC and CLA advisors discussed the need to generate at 
least $400K in monthly additional revenue to close financial gaps. Billing and payer 
contracts were discussed. Concerns were raised about flat ER contract payments (e.g., 
Aetna at $500 regardless of level). Board members asked for a plan to adjust self-pay 
discounts and explore high-yield revenue cycle improvements. An updated policy will be 
presented next month. 

K. Executive Session - Entered into executive session at 1:20 p.m., in accordance with Texas 
Government Code § 551.086 - Economic Development: This section allows the Board to deliberate in 
executive session about commercial or financial information received from a business prospect with 
which the Board is conducting economic development negotiations, or to deliberate the offer of a financial 
or other incentive.  
 
ACTION FROM EXECUTIVE SESSION - Executive session adjourned at 2:29 p.m. No action taken. 
 
L.  ADJOURNMENT - Meeting adjourned at 2:29 p.m.  
 
M.          Next Meeting - April 24th, 2025 at 12:00 p.m. in the J. R. Corne Boardroom inside Freestone 
Medical Center. 

 
 
 
________________________                                                            _______________________ 
George Robinson                                                Mindi L. Wammack 
FHD Board President                                                 Executive Assistant 

 


