27 Northport Dr

Cumberland County Portland, ME 04103

Finance Committee
Meeting Minutes - Draft

Meeting Location: 27 Northport Dr, Portland ME

Tuesday, January 27, 2026 5:00 PM 27 Northport Dr
Portland, ME 04103

In person with the option to view online: www.cumberlandcountyme.gov/live
*Join by Zoom is Also an Option.*
Instructions to Participate are on the Agenda.
Send public comments to gailey@cumberlandcounty.org

Meeting will be streamed online: www.cumberlandcountyme.gov/live

1. WELCOME AND INTRODUCTIONS

Present: 6 - Committee Member Bob Vail, Committee Member Timothy Thompson,
Committee Member Jonathan Anderson, Committee Member Connie
Justice, Committee Member Karin Orenstein and Committee Member
Sarah Michniewicz
Excused: 1- Committee Member Ben Grant

County Staff:

County Commissioner Patti Smith

County Commissioner Stephen Gorden
Finance Director/Treasurer Theresa Grover
Finance & Budget Manager Alyssa Johnson
Assistant County Manager Breana Gersen
County Manager James Gailey

2. APPROVAL OF MINUTES
FC 26-004 Approval of the minutes, December 9, 2025, meeting of the Finance Committee

A motion was made by Committee Member Orenstein, seconded by Committee
Member Anderson, that the Finance Committee Item be APPROVED. The
motion carried by the following vote:

Yes: 5-  Committee Member Vail, Committee Member Thompson, Committee
Member Anderson, Committee Member Orenstein and Committee
Member Michniewicz

No: 0
Excused: 1-  Committee Member Grant
Abstain: 1-  Committee Member Justice

FC 26-005  Approval of the minutes, January 6, 2026, meeting of the Finance Committee
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Yes:

No:

Excused:

A motion was made by Committee Member Orenstein, seconded by Committee
Member Anderson, that the Finance Committee ltem be APPROVED. The
motion carried by the following vote:

6- Committee Member Vail, Committee Member Thompson, Committee
Member Anderson, Committee Member Justice, Committee Member
Orenstein and Committee Member Michniewicz

0

1-  Committee Member Grant

3. NEW BUSINESS

FC 26-006

County Department Presentations

a. Information Technology

b. Cross Insurance Arena

c. Sheriff's Office - Administration, Law Enforcement, Jail and Civil Division

Information Technology Budget Presentation
Jim: Introduced Aaron Gilpatric, the County’s IT Director.

Director of IT Aaron Gilpatric presented his budget and the IT department's
functions and budget concerns. The department has five staff members and
services all county departments. They manage over 469 active county user
accounts, plus 125 accounts for outside agency personnel, 413 email accounts,
and approximately 450 computers, 46 servers, and various network and security
devices. Maintenance Contracts, a significant increase is primarily due to an
industry-wide shift to a Software as a Service subscription model, which
converts upfront purchases and annual maintenance fees into recurring monthly
fees. The team completed 3,294 support tickets in the last year.

Bob Vail: Are there cell phones in this singular too?

Aaron: Cell phones are not part of the IT department's budget; it's an individual
department expense.

Bob Vail: Are we getting better systems for the cost of upgrades?

Aaron: Over the last few years, there has been an enormous value benefit,
especially with new Al technologies being introduced, which is saving staff time
and reducing manual clerical tasks.

Sarah: Confirming the manager's preliminary recommendation of $715,000 for
the maintenance contract line, can you tell me what got taken out regarding the
$70,000 difference from the original budget request.

Jim: A Dell server payment was moved over to a capital reserve in the FY27
budget to reduce the current year's tax impact.

Karin: So, instead of making it from the IT budgets being put into the capital
reserve?
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Jim: It will come out of a reserve versus coming out of the budget.
Karin: Okay. If I'm looking at the budget, where do | see those reserves?

Jim: The reserves would not be in the general fund budget. The reserves are
money set aside outside of the general fund budget.

Karin: Where did the $70,000 come from?

Jim: It came from the commissioners authorizing staff to move a certain amount
of money over to capital purchases.

Karin: So, is it just money that is in your accounts right now that hasn't been
used yet?

Jim: Correct. It's from year end FY25.

Karin: How do you figure out how many computers to have available whether
they're desktops or laptops given the number of employees there are? Because
you've got | think about 450 computers and about 400 employees. How does
that work?

Aaron: The IT department provides computers to people technically not on the
county payroll, such as ADAs in the district attorney's office and staff for the jail
medical division who are third-party contractors. Some departments keep extra
laptops for training or meetings. Computers are inventoried and kept on a strict
five-year replacement rotation.

Sarah: Significant increase in maintenance contracts?

Aaron: A significant increase is primarily due to conversion to subscription of
annual maintenance fees into recurring monthly fees. The increase also includes
maintenance agreements for new software used by the Facilities department
and District Attorney's Office.

Karin: Budget line 6503 What happened to the actual expense in 24-25 and did
it level?

Aaron: An invoice that should have been charged to the professional services
line (6301) was incorrectly charged against the computer software and supplies
line item 6503.

Bob: Where does the cell phone fall in the budget?

Jim: Not everyone has a cell phone, it falls into individual department budgets.

Bob: They have their own cost center and they have their own IT person?

Jim: No. The Sheriff’'s Office has their own budget line for cell phones.
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Connie, via chat: Are you confident in your cyber security measures? Does
your budget include cyber security training for your users?

Aaron: The budget includes lines for cyber security software and monitoring, but
not for user training. The county is waiting for the state to release rules for a
cyber security grant project that will fund the training program.

Bob: Do you have any coordination with other counties or towns? And is there
opportunity for Cumberland County to regionalize some of these licensing
agreements or purchasing agreements with the software and hardware? What
can be done to make us more efficient?

Aaron: The department is in contact with other IT departments in towns and has
statewide contacts. They continually look for ways to collaborate, such as with
members of the regional dispatch center, who utilize the county's dispatching,
CAD, and records management system software.

Bob: Is there any effort by the state to help?

Aaron: Not aware of any direct statewide effort, noting that these conversations
usually happen at a department-by-department level.

Karin: Is there any savings to be had by having one license and many users
being the municipalities around the county? For example MUNIS.

Aaron: They have not had conversations with MUNIS, but noted that the District
Attorney's office is partnering with a quasi-state agency MEDATS and other DA
offices to consolidate to a single records management platform.

Connie, via chat: Is the grant available to towns as well?

Aaron: Yes, the cyber security program is statewide and available to all
municipalities.
The finance committee thanked Aaron for his presentation.

Cross Insurance Arena Budget Presentation

Jim gave background on the Cross Insurance Arena, the arena was constructed
in 1976-1977 and was initially governed by a special law and a Board of
Trustees. For roughly 20 years leading up to the county takeover, the arena
ended the fiscal year on a loss, which the county was responsible for covering.
In 2012, a citizen-approved $33 million bond was passed for a major
rehabilitation of the arena, and this bond sits within the county's general fund
budget. In 2017, the county successfully changed the state statute, took full
control of the arena's assets. The Board of Trustees transitioned into an
advisory board. Since 2017, the day-to-day management is handled by the
management company OVG360, which employs the current General Manager,
Mike LoConte. The Board of Trustees budget is in the general fund and includes
a small incentive fee for OVG360 for meeting benchmarks and goals. The
budget also covers insurance and a parking allowance. The arena's operational
budget is prepared by the General Manager every March and April, who runs it
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through the trustees for a recommendation to the County Commissioners for
approval in June. The budget is largely based on revenue from booking acts,
sponsorships, and food and beverage sales. He explained that the Board of
Trustees are appointed by the County Commissioners, representing 5 districts
and 2 at-large.

Mike LoConte presented the Cross Insurance Arena and explained that over the
last three years, the arena has been profitable, a significant achievement from
the last 20 years. The current operational strategy involves an "incubator”
approach to encourage successful performers to return, such as Disney. He is
constantly reaching out to new promoters to new agents and promoters to the
5,000-seat venue. His goal is to consistently book 100 events. Hockey is doing
well this year. The current hockey season's "per caps", per person spending,
have increased from an average of $15 to $17, which is projected to generate
an additional $200,000 in food and beverage revenue, split with the team.
Recent improvements to operations include going cashless a few years ago for
greater efficiency and a $20,000 investment in new grab-and-go food and
beverage layouts, as well as general aesthetic upgrades. A challenge is the
rising cost of variable expenses, such as the aging HVAC system. For the
current fiscal year, the forecast is a $100,000 loss, a $200,000 improvement
from the originally approved loss of $300,000. Management is actively working
to land several events before the end of the fiscal year to potentially eliminate
the deficit. Looking ahead, the content pipeline for the next fiscal year is strong.
The year 2027 will mark the 50th anniversary of the building, and a
subcommittee is being developed to plan celebrations, including content and
aesthetic building improvements.

Bob: How many full time and contract employees?

Mike:: 13 full time employees and 173 part timers that are called into events as
needed. Full time employees receive benefits.

Jon: Last year you were targeted to operate $300,000 under, and you're now
going to be $100,000 under. What was it that made you assume that? And was
it really just the content? You weren't confident that you were going to get the
right content in to get the revenue or I'm just it's just interesting to me to hear
that there's a plan to be that far under and | would assume the plan should
always be to at least break even. So, can you talk a little bit about that?

Mike: Historically, the loss has been much worse, negative $500k-$600k. The
building costs approximately $3 million to maintain and run. This conservative
budget approach is because without knowing the exact number of events and
ticket/concession sales, it is difficult to project revenue to offset the building's
operating costs, which is why a loss is initially projected. However, he
approaches it more aggressively and chases promoters.

Jon: Is the arrangement that we have with the Cross Insurance Arena, is it the
same arrangement that like Bangor has with their arena?

Jim : It's pretty much the same arrangement, with the same management
company.
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Mike: Bangor's facility is the same size arena-wise but includes a conference
center, which is their primary money maker.

Bob: Jim was city manager of South Portland. And while under his direction,
they built a 20% capital reserves for a downturn. Are you budgeting money for
that downturn?

Jim: The marginal profits of the last couple of years only covered operational
costs for the dark months July and early August and stayed in the arena budget.
The $700,000 profit one year went into the county's undesignated fund balance.
The budgeted dollar amount has some flexibility to cover a small loss, but the
county does not set aside cash to offset any future downturns.

Karin: Speak to the impact of the Portland city government's decision to have
an entertainment license that would impose a 2% fee on all of your tickets?

Mike: Promoters are apprehensive, and the fee is a major concern. The number
one complaint is Ticketmaster's fees. The arena is currently strategizing on how
to implement this without costing the building a promoter or show. This may
involve the arena absorbing the cost and impacting their bottom line.

Karin: Are you exempted from property taxes?

Mike: Yes, they are tax exempt because the building is a county government
building.

Jon: Where is the money going for the 2% in Portland?

Sarah: The path has not been decided, but it will likely go through the
development corporation to support the sector in Portland.

The finance committee thanked Mike for his presentation.
Sheriff Department and Jail Budget Presentation

County Manager Gailey introduced Sheriff Joyce and Deputy Chief Pellerin. He
explained that the Sheriff's budget consists of the sheriff administration and law
enforcement budgets, the sheriff civil division budget, and the jail budget. Sheriff
Joyce introduced his command staff.

Sheriff Joyce explained that the department is a "triple crown" sheriff's office
with four accreditations: CALEA (law enforcement, achieved 2015), American
Correctional Association (ACA, jail, first in Maine, achieved 2001, and one of
three in the nation), National Commission on Correctional Healthcare (NCCHC,
medical services, achieved 2005), and Prison Rape Elimination Act (PREA,
achieved in 2008 before it was mandated in 2015).

Bob: The accreditations, do they filter down to individuals in your staffing or is it
more of an administrative?

Sheriff: No, it trickles down. Accreditation requires proof that staff follow
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national policies and standards. Accreditations trickle down to staff by
mandating adherence to national standards and requiring proofs and annual
reports on compliance, such as bias-based policing and use of force. There are
200 for law enforcement, 400 for jail ACA, and 47 stringent proofs or standards
for NCCHC.

Sheriff Joyce continued his presentation and discussed the calls for service.
Yearly calls for service are gradually increasing, with significant increase in
mental iliness related calls. A mental health liaison, began in August 2025.
However, many callers refuse the services of the mental health liaison.

Karin: The mental health liaison, you give people the option of whether they
want to work with her or does she come out with officers?

Sheriff: Both. A lot of it's just follow-up. The liaison primarily does follow-up with
individuals struggling with mental iliness, substance abuse, or family issues,
acting as a "service pointer" to resources. The individual is funded through the
Opportunity Alliance via a state grant and not county-funded.

Deputy Pellerin: explained that this model is a cooperative agreement with the
Opportunity Alliance enabling calls to be referred to her. She has a lot of
resources that they do not have access to. The work is crucial because officers
spend hours on mental health calls, and there were a reported 1,300 to 1,400
such calls without prior dedicated assistance.

Bob: Are the Towns aware of the assistance that is needed?

Chief Pellerin: They have good relationships with the municipalities, it’s just an
understanding of resources that can be provided. The position is funded through
billing private care insurances and grants from the State.

Sheriff: gave an overview of the patrol districts. Law enforcement coverage is
divided into four districts: District 1 (blue), District 2 (red), District 3 (green/gray),
and District 4 (islands). Towns with their own police departments are categorized
as District 5 (gray). The mental health liaison spends the maijority of their time in
District 2 (red), District 1 (blue) areas and a little in District 3 (green/gray). The
department collaborates closely with other agencies via mutual aid with Gorham,
Bridgton and Windham. A joint substation with the Windham Police and Fire
Departments is scheduled to break ground in April, providing the Sheriff's Office
with 3,000 square feet of space. They also work with Gray, Cumberland,
Yarmouth and Brunswick. Mutual aid covers K-9, ESU, and dive team call-outs.

Sheriff: presented a chart of Part One crimes, noting that 2025 data would be
available in June 2026 when the state completes correlating them. Categories
reviewed included Deaths (overdoses, suicides) that are going up, Robberies,
Burglaries are up and down, all Assaults (simple, non-domestic violence) are a
wild card, Sex Offenses are up quite a bit, Missing Persons, and Thefts went
down. Arson and homicides are not included but are very low.

Sheriff: gave an overview of the Law Enforcement and Administrative Budget.
He explained that the increases included $5,800 per vehicle for cruiser fit-ups,
cell phone costs to fund cell phones for every deputy which is a contractual
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requirement, the cost for a National Forensics Academy attendee, and a new
line item for leadership development training for recently promoted staff.

Bob: Could cellphones be used instead of body cameras?

Sheriff: Cell phones have good cameras but have to be pointed the right way
while body cams are small and are built for being on the body.

Karin: There is a large increase in the budget but not an increase in the number
of full-time employees or total employees. In the administration budget just
beginning lines, the wages and salaries. | see they were divided for full-time and
part-time in the 25 to 26 adopted budget, but they're all full-time in the current
budget.

Sheriff: We had a position added that started half year. So, this full year you
add back the other half. So that made it jump about $42,000. We did add a little
bit of overtime because some of the non-union hourly people have to work
overtime.

Jon: Are officers today trained anything specially to deal with mental health
issues?

Chief Pellerin: There's a basic level in the academy and then there's an
advanced CIT training which departments are required to have a minimum
percentage of the staff, 20% to meet that criteria. There are very few
organizations that provide that training. So, making it available for a lot of
different people but it is a requirement from the state to have it and we do have
people with advanced training. We also are crisis negotiators which are part of
our emergency services unit team, which is essentially our SWAT team. They
are very well trained in de-escalation, crisis response, mental health and things
like that. And that's a collaborative team that works regionally with Westbrook
PD, Gorham PD, Cumberland PD, Falmouth PD, Windham PD.

Karin: I'm looking at the enterprise section on the first part of the law
enforcement budget and the budget for 26-27 is just under $3.3 million and the
number for revenues and expenses which is the same as $3.9 million. | just
want to understand how those two numbers relate to each other. Is that the
contract budget?

Sheriff: We have eight deputies contracted in Standish. They are the Standish
Police Department operating out of the county sheriff's office. They don't have to
buy anything and they don't have to pay for a chief that comes through us. Their
CID comes through us. So that's eight deputies on the road 24/7 with overlaps.
We have two soon to be three deputies, contract deputies in the town of Gray. It
will cover most of the week 24/7 but not all of the week. We have two in
Harrison as well. We have summer contracts in Naples, Frye Island, Chebeague
Island, Long Island. In Harpswell, we've had a long-standing contract with them
for three deputies and two marine patrol deputies.

Sheriff Joyce explained the breakdown of the patrol contracts. He used the
analogy of paying for HBO. And if you buy the general revenue policing it's
similar to basic cable, you pay for it, you get it. It's nothing special. You know,
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you might get a deputy covering four or five towns, maybe six or seven, maybe
there's two covering six or seven towns. An HBO package is the Standish
contract and Harrison, you pay more to have somebody specifically in that town,
but you don't lose the basic cable. The deputies are still going around the lake
and through the towns.

Karin: | understand the idea of these are the contracts, what they cost, and so
this is what the towns pay for them, so it evens out. I'm trying to understand the
section of the budget that talks about revenues and enterprise, but has a
different number.

Jim: The number you're looking at has been updated.
Karin: And because it evens out, it's not going to affect the budget anyway.

Jim: Correct. That was one of the delays that we had because as we get closer
into when the sheriff's office starts sending out contracts to towns, which
typically happens in February, March, April, we have a better sense of what the
contract prices are going to be.

Karin: Unlike dispatch, it's not being subsidized by other communities that don't
have contracts.

Jim: Correct.

Sheriff: continued his presentation. He presented the civil portion of the budget.
They deliver several processes throughout Cumberland County. Captain Smith
oversees that. The budget typically pays for itself. He described the county jail
as the largest mental health and substance use facility in the state, with 75-80%
of the population being co-occurring. He explained that the facility is a hospital
masquerading as a jail. The population is described as a "very sick population"
with unprecedented medical issues, leading to costly hospital details that require
dedicated staff coverage. The lack of forensic mental health beds is a persistent
problem, with 21 people waiting for placement at Riverview or Dorothia Dix at
the time of the presentation.

Sheriff Joyce gave an overview of the jail food costs. The jail serves 1,300 to
1,400 meals per day. A snapshot showed 158 different special diets required,
with specialty meals adding $5 or more to the regular inmate cost. The fulltime
reverend will review the religious meal requests and compare to their
commissary purchases. Food is provided primarily through Trinity Food
Services, with staff encouraged to seek local deals.

Sheriff Joyce gave an overview of the hiring costs. The agency has had to
outsource a portion of background checks for corrections officers to an outside
vendor. The screening vendor, Edgewater, is budgeted for $25,000. An
additional $35,000 is budgeted for pre-employment medical screenings.

Sheriff Joyce gave an overview of jail medical staffing. The jail is in the process
of switching medical providers and staffing may change going forward. The
current staffing for the medical contract includes a Health Services
Administrator, Director of Nursing, Medical Director or Doctor and has been
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unfilled, Dentist and Dental Assistant, Physician’s Assistant that recently retired,
Psychiatric Nurse Practitioner (40 hours/week), Social Workers (2.2 FTEs), and
Registered Nurses (2.8 FTEs), LPNs, MAT Nurse, and CRMA. He noted that a

lot of long-standing employees recently retired.

The Medication Assisted Treatment (MAT) program is offered, induction for new
patients, continuation for existing, as a state mandate but is not accompanied by
state funding. The number of inmates on MAT has dropped from 130 to 40. He
noted that Medicaid/MaineCare reimbursements are suspended while inmates
are detained.

Bob: Just out of curiosity, you say the state mandates this, but you're the largest
jail in the state. What expertise does the state have telling you anything? And
why aren't we getting your recommendations from a national agency or
something like that?

Sheriff: Well, the state has a lot of resources. Eight years ago, nine years ago,
the DOC, Maine department of corrections was not offering MAT at all because
the governor at that time, didn't believe in MAT. We didn't put people on MAT.
People coming into the jail eventually going to go to the prison and why start
them on MAT and then have them shut down as soon as they go into the prison.
The Mills administration suggested MAT and then it became a standard that you
have to give MAT without any funding. So, we had to figure out how we do it,
which is a constant challenge for the people in the jail if you got to do this, but
we're not receiving any money. So, we figured it out.

Bob: Do you coordinate efforts or coordinate training or coordinate policy across
the country regionally?

Sheriff: Accreditation requires us to do the same thing and meet the same
standard as a jail who's accredited through ACA in California and in Florida and
in Washington state. So that's the beauty behind national accreditation is you're
meeting standards that other jails, you know, best practices. The DOC has now
become ACA accredited. So, we have a partner there and then Somerset
County Jail has too. As far as the training, the state offers up some training. But
keep in mind the MAT is really done through our medical provider. We are not
involved in that because it's a medical decision.

Karin: So earlier when we were talking about the work that the sheriffs are
doing in the community, you mentioned that the social workers are able to bill for
work. My understanding is that Medicaid and | assume MaineCare as well and a
lot of your customers are probably on Medicaid or MaineCare they shut off
reimbursements when somebody's been detained?

Sheriff: They do.

Karin: What percentage of your population is that on average?

Sheriff: It's probably most of them. And probably some that don't even have
insurance.

Karin: For those who might have insurance, are your providers in network or
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able to bill in any way?

Sheriff: So, they only bill once somebody's admitted to the hospital like if
somebody goes to the hospital is admitted, then we can file for reimbursement.

Karin: And through MaineCare of the care being done at the facility?

Sheriff: No. That's on the taxpayers' back. On occasions, the jail will pay a low
bail amount for an inmate facing a major, costly medical procedure to shift the
expense from taxpayers to the individual's insurance by getting them released.
Sometimes the person can get released, on parole, or put them on a bracelet
through Maine Pre-trial so that they're in our custody, but we don't have to sit on
them. But the big thing is when they're in our custody, we're all paying for it.

Karin: Now, you mentioned before having to send somebody to a hospital and
having officers circulating in the hospital depending on where they work. You
need to have commissioned officers going.

Sheriff: Yes.

Karin: Which you then have to pay outside officers to have enough to do that. Is
there a line in the training in your budget to add more work commissioned
officers?

Sheriff: | think it comes out of the overtime. | mean, Scarborough Police
Department has been a godsend for us in the postcovid world. We pay dearly,
but they take care of it. And when we have two or three hospital details going
on, it's hard for the correction staff that are certified, commissioned to go there.
So, Scarborough takes care of that and it's worked out really well. In my opinion,
it's worth the price because there's no alternative.

Karin: What would the alternative be to put more officers through training to be
commissioned?

Sheriff: Well, yeah, but trying to hire corrections officers is a bit of a challenge
just like trying to hire police officers. You know, we try to get better, the bottom
line is that nobody's knocking down our door to be a corrections officer or a law
enforcement officer.

Karin: You've lost me. You have a certain number of corrections officers already
working for you. Yes. Can any of those people be trained?

Sheriff: No. They have to have specialized training. Okay. And we have to keep
the staffing in the jail as well. So, we don't have the extra. | mean, we got a few
extra, but we don't have the extra that we can send them to do a couple hospital
details at the same time. So, we have competing responsibilities. We got to
keep the jail staffed and then we now have to staff this one person or two people
at a hospital. And depending on their risk assessment, we may have to have
one person or two people sitting on them. So, everybody sitting in this room for
the most part has probably done a hospital detail just to keep things moving
along and staffing the jail at a safe level.
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Bob: Is there a coordination effort at the hospital to create a unit for you or are
they spread all over the place?

Sheriff: They're usually spread all over the place. If you were to talk to the major
sitting in the back who came from Massachusetts, Mass DOC has a floor of a
local hospital down in Mass. | mean, you know, today we don't have any hospital
details. So, having an area of the hospital would be useless. When we have two
or three, one would say, you know, a section of one floor might be helpful. But
again, it depends on the medical issue, too. Yeah. If it's a cardiac patient, they're
going to be in a cardiac unit. So, I'll clarify a little bit on the commission piece of
that. There are officers in there that do have the desire to become
commissioned and there is money in the training budget that we could
commission some of them. But the academy also has some standards. One
being the physical agility test, the qualifications for the correction side is not the
same as is required on whether it be full-time or part-time law enforcement
academy. So, in order to even get into that class, they have to pass that. So
that's a hurdle that we're having a hard time with our current staff, even the ones
that want commissions to get to. We do have the ability to train some of them,
but we don't have people that are qualified to be able to get into the class to be
trained. So that's a big issue with what we're dealing with right now with some of
these being able to get more commissioned officers is that's the biggest hurdle
that we have.

Bob: | went down through the budget the other night and | saw a number of
adopted budget items and then | saw the actual expense and then the budget
request. So sometimes it's a small amount of money, the actual cost, sometimes
it's a significant amount of money. So, at the end of the year, you only have a
pot of money to work with. So, you're shuffling numbers all the time.

Sheriff: Yes. We're watching the bottom line at the end. We're hoping that it
comes in on the black at the bottom. So, yes, we shuffle things around, we deal
in crisis. If we have a tragedy, thankfully we haven't, you know, we could over
expended overtime. So, now we have to try to figure out where we make our
cuts for the budget we're in? | use it for instance paper products. We have a
huge dishwasher and it's probably 10 or 12 years old. It has a lot of dishes going
through it. Every once in a while, it goes down. What do we have to do? We
can't use dishes. So, we use paper products. The paper products have a finite
line. But, you know, if it keeps going down or it's down for a period of time
because you can't buy parts, then we can blow through the paper products for
instance, and then we got to figure out, okay, where else can we not get
something so that we can make up for the overage.

Bob: Here's one. Professional services adopted a budget of $5,000 and the
actual expense was $7,000 and then the budget request was $30,000.

Sheriff: It's kind of trying to figure that out. | mean, if we have a lot of FOAA
requests that relate to the jail, then we're reaching out to an attorney. And it
doesn't take long for an attorney to blow through five grand or more. It might be
legal litigation that is not a lawsuit but you know is in house and stuff and we're
trying to head things off with an attorney. So that professional services get hit by
that. The other thing is we have a polygraphist in in house so we try to do as
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much with her as possible but on occasion we want to get people on the floor so
we'll go out and hire a polygraphist and that cost us $350 - $450 and that's
coming out of professional services as well. We ratchet it down to what we
thought we could get away with and then it comes in high and you're over.

Sheriff: And I'm sure the county manager, I'm very sure that he's mentioned the
funding formula for the jail, which is completely different than anything else. So
again, this budget is very complex because it's just got so many moving parts. |
remember a time where the medical was cost plus and you know, we put $3
million in and there would be $250,000 left over that you could roll in. So, the $3
million next year was less than $3 million. But now with the cost of medications
and the psychotropic medications that people are on, we're trying to do the best
we can and control the cost, but not at the risk of somebody's life or mental
health.

Karin: Last year there was a general obligation bond | think was accepted for a
roof for the jail of $2.5 million. | understand that that hasn't happened yet.

Jim: No, it is out the bid currently
Karin: Does the design allow for solar panels?

Jim: When they did a walk through with 14 contractors about two weeks ago,
the current setup on the roof is a stone roof. One of the questions was, can it be
converted to a rubber membrane? It's a ballasted roof. We get calls all the time
from solar vendors. And we've been holding them off because for five years
now, we've been trying to get this jail roof funded and replaced. It seems like
every time we budget something for it, we have a more pressing need that we
have to shift money away from it. This year, we've made the commitment that
we're doing it. | foresee a solar conversation happening on the back side. We
already offset the jail electricity with solar credits. We have 4 megawatts of solar
coming out of Waterboro solar farm down there and for the Cross Insurance
Arena and courthouse. We even have solar on this roof, Northport.

Sheriff: The jail is 33 years old. It has outlasted the last two jails that were built.
The one on Federal Street lasted for about 30 years before they built this one.
And prior to Federal Street, the Monroe Street jail, which was down in the back
Bay Area, was there for about 30 years, too.

This Finance Committee Item was DISCUSSED.

FC 26-006 Committee Discussions Continued.
Bob: The elephant. If we are to lose all federal funding, is there a staffing plan?
Is there a contingency plan or and have we lost all federal funding?

Karin: Do we still have the Marshals as part of the contract?

Sheriff: We do today. | met with the staff today because it's not the funding that
I'm worried about, but the staffing, right? We are working on a plan to kind of
drill down and come up with some contingency plan should our staffing
dissipate. | challenge the staff to a bunch of different things, including thinking
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outside the box. We pay a flat fee or we pay per inmate. And the feds also pick
up any extraordinary medical costs.

Bob: There's a way for us other than historical data, you know, project forward,
you know, what that income might be.

Sheriff: There's a lot of political headwind on what the future is for the feds. You
know, we lost the ICE inmates last week, which was two thirds of what we were
holding. We have the capacity if the Marshals want to go up, but right now we
have them and there's no plan to move.

Karin: | need a little more clarification on where we have been because I'm
looking at the minutes from our first meeting and my understanding was that this
is a facility for medium and higher-level security inmates and that the typical
immigration pickups weren't coming to our facility. | understand there was a
surge in Maine and | thought perhaps that was the reason that there were 50
inmates that were ICE inmates, but you're suggesting that it's been like that all
along that we've had that kind of number coming from ICE.

Sheriff: No. We've been holding them for 33 years. It's been like a roller
coaster. | mean, back in '06 and ‘07, I'm putting all of the feds together, we had
about 125 on a daily basis. | was asked by a commissioner if | could reach out to
the feds to get them to arrest more people so we could hold more people
because it was a revenue generator. Now, it is figured into the budgeting. |
mean, in ‘92 the Marshals gave the county a million dollars with the idea that for
20 years they would always have a certain number of beds. | think it was 10.
Obviously that requirement for the certain number of beds is out, but it's been
baked into the funding of the Cumberland County Jail. And some jails are upset
that we get that. But it's not that we're anything special. It's that we have the
federal court up on the hill four miles away and we're convenient. ICE inmates,
there's some years we haven't had any. You know, depending on what the
administration's priorities were, there were some times when we had one or two,
they were caught or stopped in Portland and put them in Portland and then they
moved them closer to immigration court, which is not in Portland, it's in Boston
and Hartford. So, we've been all over the place, but the Marshals have been a
pretty big mainstay the whole time. And it's been down as low as 35 or high as
125 or 135. | remember my predecessor Sheriff Dion saying it's like Wall Street,
what you have today might tank tomorrow. So, the message was to the
commissioners, don't live on it because it could go away at any time. So that's
kind of the full history as | know it for the last 30 years.

Karin: It doesn't because I'm trying to understand, are you saying that the ICE
detentions are part of the US Marshals detention numbers? So, when it was 35
to 125 that included ICE?

Sheriff: Yes. But right now, as we sit there today, we have 37 US Marshal
inmates. ICE pulled their 50 last Thursday.

Karin: Is 50 typical for ICE?

Sheriff: Yes. They were up as high as 75. Under the last part of the Biden
administration, we were at 54. So, we weren't that high and we went up by 20.
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But when they pulled their people last Thursday, we were down at 50.

Karin: So, people who needed at least medium security, medium and high-risk
security.

Sheriff: Two thirds of them were from out of state and the other third were the
worst of the worst in Maine.

Karin: For US Marshals when they bring you somebody it's somebody who is
pre-trial in the federal court system.

Sheriff: Yes.
Karin: And most of your other inmates are pre-trial in the Maine system.

Sheriff: Most of them about two thirds usually. | was told today that the
sentence people in our jail there's not a lot.

Karin: So, when the Marshals sends somebody to you, that is somebody who is
in a court process.

Sheriff: Yes.

Karin: But when ICE sends somebody to you, they are only in an immigration
court outside of the federal court system that you have in Portland.

Sheriff: As far as | know, they could be potentially post sentenced federally, but
they'll just be in our custody for the time that it takes the US Marshals to
orchestrate them going to the Bureau of Prisons. So maybe when they're
sentenced, they can get a better deal in Stratford, New Hampshire at $95 a day.
So, once they're sentenced and we're not on the bus route here in Cumberland
County, they'll move them to Stratford closer to the bus route that operates, you
know, a couple times a week picking up federal detainees and taking them to
federal penitentiaries. A lot of times the US Marshals inmates are in a program
in the area, maybe through probation or something of that nature, and then they
won't make that program. So, they get rearrested. They'll be with us for only a
short period of time before they get brought back to wherever they were doing
their sentence time. Historically, we've never had any sentenced federal
inmates, either US Marshals or Immigration. They're all waiting for some sort of
hearing or something somewhere. But we do occasionally get the ones like | just
explained that are sentenced or released from a federal prison somewhere else
or located in this area, whether it be probation or in some sort of a program.
They violate that. They get rearrested, brought to us for a short period of time,
and then transferred out of there.

Karin: It sounds like what happened with ICE is kind of a blessing in disguise
because there were people in the community who strongly wanted us to drop
ICE from the contract and we were afraid we would lose the US Marshals if we
did that because US Marshals weren't going to allow us to do it. Correct me if
I'm wrong
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Sheriff: with my understanding of things right now. Yeah, there are some people
that are happy because they pulled them for whatever reason.

Karin: But we have a contract right now. Is there a way to ratify it? | mean to get
a clean copy that doesn't have the wants for ice checked on or are we putting
that contract at risk by even asking?

Sheriff: | wouldn't recommend it. The county manager and |, Jim, were talking
the other day because they said they canceled the contract and he texted me
and said, "Did we miss something?" Because, you know, it was a contract
between us and the US Marshals. It's just that they checked the ICE box.

Karin: So, | mean and the other thing here the news is that the ICE part of it
hasn't been paid for several months.

Sheriff: That's correct.
Karin: Is there any news on that and how that's affecting our budget?

Jim: We have not received payment since September to December. The first
reason behind that was the shutdown in October and November delayed the
created a backlog. The reason that we most recently received was that
Secretary Noem has instituted a policy that any accounts payable item she
needs to sign off it's over $100,000. Well, we're at $1.12 million between
September and December. We are currently tabulating what January 1st to
January 22nd is for a bill. We're probably pushing up over $1.2 million. | have
been in contact with Senator Collins' office and Senator King's office. And those
two offices are working together and | think the timing is kind of right because
ICE has an appropriations bill in front of Congress. | will share that from staff's
understanding, we're not the only jail or prison in America that is falling into this
category and that the people that we interface with in the Department of
Homeland Security have caught an earful from many different jurisdictions about
delay or holding of ICE funds.

Karin: So, without ICE going forward have you changed your projections for
your budget for next year about federal borders?

Jim: Yes. This budget that was sent out to you was created last week in
response to a workshop that we had with the County Commissioners because
as you know we've talked about three different budgets for the jail over the last
couple months and we really needed to get some further guidance from the
County Commissioners on where we're going to stand with federal revenue. It
was last Tuesday that the Commissioners provided guidance to build a budget
that had no federal revenue in it.

Karin: Not even just regular Marshal's borders

Jim: Not even regular Marshal borders. This was all before things started going
downhill on Thursday. Even though US Marshals are still there, they're still a
federal agency. We really don't know. We're not even a week into losing ICE, let
alone having a firm understanding of what is to come. We really haven't gone
back to having another discussion with the commissioners. At this point, the
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budget that | passed out this evening and emailed you all. There is no federal
revenue in that budget. We have put $300,000 of fund balance from the jail in
the budget to try to get the tax rate down somewhat. That will require us to take
about $600,000 out of the fund balance because what we do is if we're going to
do that, we want to step down. We can't live at $300,000 every single year. So,
it will be three years, we'll put $600,000 into a reserve account and $300,000 will
be used in FY27, $200,000 in FY28, $100,000 in FY29 and then by FY30
hopefully we're off from using the fund balance and so that's how we would
incrementally get off of the fund balance. That’s the funding plan as of today.
And like I've said, since the Commissioner's workshop last Tuesday evening, a
lot has happened in the world of the jail.

Jon: No questions. But thank you guys for doing what you do. And | just have
learned a lot. I'll leave here remembering what you said about it being a hospital
and what you are doing. And | just think that's what I'm learning a lot from being
here from the Sheriff and from dispatch just how much mental health
coordination is taking up a lot of time and resources. Is there anything we can
do outside of the budget to help with that? | like to advocate at the state level for
something like | just feel like | want to help but | just don't know how to help.

Captain Frigon: Forensic beds. All the psych beds that have been taken away
in the state do not help us at all with the inmate population that we deal with on
a daily basis. There aren't enough beds. Like the Sheriff said earlier, we have 21
people waiting for beds and that's all that's available in the state. We're not the
only county. There’re 15 other jails trying to do this. 14 other jails are trying to do
the same thing. There’re no beds for these people to be in. Forensic beds for
people that are in custody that need mental health.

Sheriff: For instance, Spring Harbor and Westbrook, we would never take
anyone in custody because they're not forensic beds. So, if we have somebody,
what we try to do is facilitate their release and then find some sponsor to take
them to Spring Harbor. | think the mental health system just keeps getting worse
and worse every year because it's a huge problem and nobody knows how to
attack it. | agree with the beds, but you can build buildings, you just got to staff
it. And somehow Maine, and | feel this about law enforcement certification as
well, but somehow Maine has created this thought that they're better than any
other state as far as training and expectations and stuff. And you know, that's a
good thing. But social workers, if you're a social worker in New Jersey, the
hoops and hurdles to get licensed in the state of Maine are unbelievable. So,
you know, why and they don't get paid a lot and then it's expensive to live in
Maine. So, you have all of these factors. So, | often say build a building and put
more beds in it. But then | think you got to staff it. There's a living room in
Portland. It's a mental health facility that was a pilot project and they one of the
mental health providers I'm trying to think who it was but they built this living
room where police could actually drop people off that didn't have to go to the
emergency room because that's the other place that they end up is when you're
a deputy out in the backwoods of Cumberland County and you have something
you hope. You either have something that you can take them to the emergency
room or they've done something that you can arrest them for and then you take
them and the deputy can go home thinking | don't have to worry about going
back and something bad happening and that's what they're up against. That's
why this liaison is a good thing. This living room provides an intermediary step.

Page 17 of 22



Finance Committee

Meeting Minutes - Draft January 27, 2026

FC 26-007

It's small and when they started about three years ago, they could only be open
for 12 out of the 24 hours because they couldn't staff it, you know. Now they're
open 24 hours. | think it's helped us a little bit, but it's a supply and demand
thing. We got a lot of demand and not a lot of supply. And so your question
advocating but it's you got to look at it as if | fix three or four people then |1 fix
three or four people who affect 10 people a piece and everybody wants to |
spend a million dollars or $8 million or $40 million and | want to fix it tomorrow
and that isn't going to happen because we're so far into this problem that it's
going to take us a while to get out. And there have been some changes, too. I'm
not sure where it's at in the process, but MaineCare was in the process, last |
knew, of creating a program where people could reinstate and become a
MaineCare beneficiary prior to release. Jim, you might know more about this
than | do, but they would be eligible for their benefits within a certain time period
before they're released for that soft handoff so that they're enrolled with a
provider that they have that doctor that they can go to and things like that. But
yeah, once you're incarcerated, those benefits stop immediately. That's being
held up in the federal government. There is a provision, but there's some things
that they need to take care of.

Tim: It just seems like another example of them dictating that you provide these
services, but where does the funding come from? It's nice to know under this
administration that Governor Mills wants you to provide the MAT services. Under
the previous administrations, apparently, they didn't. But again, you're required
to provide those services with no funding. And it seems like there should be
some way of advocating to try to help get MaineCare funds available for the
services that you're providing. | didn't realize that once they're incarcerated, that
funding has stopped. It's hard to understand what makes that make any sense
that they're in your care now, but the funding stops. So maybe there's a way that
we as towns can help advocate with our legislators to try to provide some
assistance there. But you're asked to do a lot with no money.

Sheriff: | would second that. And you know | offer up anyone who wants to take
a tour of the jail and check out what we're doing. | mean these folks are doing
some great stuff with unusual circumstances and you're welcome to come in
and take a look.

Tim: So just one last thought. It's one thing that the townspeople that are on this
committee are used to the state sending down unfunded mandates. So, we do
have some expertise in this. Maybe we can help you a little bit.

Bob: You guys do a lot with very little and we're certainly appreciative of that.
Thank you for your presentation tonight and thank you for your service to the
public.

This Finance Committee Item was DISCUSSED.
Committee Budget Discussion

Bob: anything else that we need to cover tonight? We do have an additional
meeting that's scheduled February 10th.

Karin: Who haven't we heard from yet?
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Jim: We have heard from everyone that the committee has given us their
wishes. That was meeting one. We've checked all the boxes.

Bob: So that's just a meeting for us to talk about potential recommendations.
You said you had a list. It's a short list. | think if we have specific questions that
we want Jim or somebody to address, we should get them out to him.
Absolutely. Then | guess we should be prepared to have an overview of the
general budget and maybe go down to the revenues again and any changes
that you might have.

Jim: | think we're feeling very comfortable with the revenues for the most part. |
think time will tell on the jail revenues. We're kind of in that just a weird spot right
now. If we go one way, if something happens, we find a gigantic hole in the
budget. If we go the other way, that means a little bit more tax.

Bob: If we recommend the budget as presented and there is a significant
change with federal funding, how does that amendment that the commissioners
bring forth and bring back to the finance committee and it goes back out to the
communities?

Jim: | believe that the finance committee if you make recommendations on this
budget but the budget gets better the commissioners are good they don't have
to bring it back. However, if you make recommendations on this budget and the
budget | think exceeds a certain percentage, then it has to come back to the
finance committee.

Bob: | was thinking of something happening six to eight months out something.
We're stuck with the budget for the year.

Jim: Yeah, we're stuck as it's my understanding that county government cannot
do supplemental budgets.

Bob: You would have to make use fund balance use we would be in a hurt.

Jon: So, if we go with the conservative budget of whatever it would could be the
13.7% without the federal revenues and say you know that's the worst-case
scenario but we end up getting revenues in the future like what happens with
those revenues?

Jim: If we got any additional revenues they would probably offset any losses of
over spending the budget. The jail budget typically does get over spent on an
annual basis. We've been just fortunate in the past to have a very healthy
federal revenue to offset that. This year we won't have that healthy revenue so
that it won't be offsetting any losses we have at the jail for overspending whether
it's medical, whether it's food, whether it's wages, overtime. In addition, we won't
have any revenue that is being received that exceeds our revenue projections to
capitalize our fund balance. So, | just made mention that we're taking $600,000
out of fund balance. There's no future game plan to recapitalize that fund
balance. It's that fund balance of 2.3 million that we have in the jail budget is
there because of the federal revenue exceeding budget estimates over the last
number of years. Once that money goes away, we have nothing. We'll be either
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drawing off it or raising taxes to cover it.

Karin: So that's the pot of money that the 600,000 is being taken out of for the
reserve.

Jim: Yes.

Bob: | feel a lot comfortable at a school budget or a municipal budget, you
know, with projections and revenues and well, trust me, I'm with you. You know,
this has not been a fun budget season. This is a new ground for me and I'm this
is my fifth or sixth year here.

Jim: As we're just projecting out next year's budget, we could be in a world of
hurt this year's budget if we don't get that ICE money in because we will be $1.2
million behind our revenue estimations.

Jon: So, how does that like what would have to happen? Because I've heard of
things in other counties where they had a shortfall and had to go do something.
So, how does that work? They want to file for bankruptcy.

Karin: Yeah. | mean, the reality is you have more than that in the reserve based
on the surplus from the US Marshal's contract in the past. | mean, we're not
going to be filing for bankruptcy if we're in that situation.

Jim: No, we would probably be looking at taking it out of the unassigned fund
balance. And like I just said, it's 2.3 million. We're proposing 600,000 to be
taken out as part of this budget. So now we're at 1.7 and the ICE money is 1.2.
So, if we have to cover that 1.2, now we're down to $500,000.

Jon: Could the federal government actually say that they're not paying for
services that were already rendered?

Tim: This is another place | think we should each and every one of our towns
ought to be contacting Senator King and Senator Collins. Jim's working on that
obviously as well, but we ought to all be the timing is right and its critical right
now that we're contacting those senators to get that bill paid. | mean, we've
provided the services, they owe us the money. They're two of the people that
should be contacted and encouraged to make sure that the bill gets paid. | think
it could be very effective if all of our towns contact them and make sure that that
they know how we feel about that.

Bob: | think that's a great idea. We had our council meeting cancelled last night
and we're having it at tomorrow night. So, I'll make sure that that's brought up in
our agenda. Because it all affects our town. This affects our town taxpayers
directly and affects their pockets just as much as it affects Jim's pocket in the
jail's pocket.

Karin: Jim, you said that we can send you questions for our next meeting.
There's a question that's pending from a previous meeting which is with regard
to the communication center 911 dispatch where we have services agreements
with particular towns. Are we committed based on the prior agreements to only
raise their contracts by 3%?
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Jim: We have once you brought that up we went back and Melinda and | have
discussed one of the things that we're trying to figure out is if we raise the next
round of contracts which is a smaller number of contracts for the towns. For
some reason, there are towns that are due for a new contract this year, but the
majority of the contracts were done last year. And so, there's going to be if we
put say a 5% in for this year and the towns that signed last year was at 3%.
There's going to be an inequity between the towns because of that contract. So,
we're trying to work through that.

Karin: When is the next contract for the towns that they did last year?

Jim: It's a three-year contract. Okay. And so they've been building them on 3%
which that is not what we're spending these days. | have looked back as far as |
think back to 2010/2012ish to see what the ratio of revenue to expense has
been. And for a number of years it was 40% of the total expenditures of the
dispatch contract were paid through revenue from the towns. The last two years
it went from 40% up to 44%.

Karin: So we really haven't added too many communities.

Jim: A lot of the communities had joined on prior to and I've been here 10 years
this summer.

Karin: So, what explains how they're paying for more of it even though the
expenses have gone up dramatically. I'm sure more than 3% a year at least
15%.

Jim: | have not dug into it that deep yet. | can't tell you that.

Jon: If you're keeping notes of like things from the meetings, | don't really have
anything from today that | felt like Is that okay?

Karin: Why don't | read you the three that | have so we know it's what previously
we talked about thinking about. The first is when you will remember the
Cumberland County Cooperative Extension. Thinking of doing something other
than flat funding perhaps going up to the increasing the grant by $10,000 to
cover that salary line of 135k. The other was the Registry of Deeds. This may be
more of my issue where they have a vacancy that has been frozen and funded
in the budget year over year just in case a need arises and my comment to the
department head at the time would been like | don't think | that would fly in my
town so I'm just bringing my budget experience forward. Then with regard to the
911 dispatch determining whether the allocations in the contracts are fair right
now whether they should be increased.

Jon: So, the way the process could work, we could recommend the budget as
presented, but suggest that the commissioners consider those three things as
recommendations at this point. And we could be more specific about what the
recommendations are.

Karin asked that people email her other items that had not been mentioned and
add them to the list for the next meeting for discussion. Bob hoped that
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everyone could be together in person at the next meeting and thanked everyone
for joining.
This Finance Committee Item was DISCUSSED.

4. Next Meeting: Tuesday, February 10, 2026

5. ADJOURNMENT

AT 7:50 p.m. a motion was made by Jonathan Anderson, seconded by Karin Orenstein, to ADJOURN
the meeting. The motion carried by a unanimous vote.
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