
Board of Directors Budget Meeting
January 31, 2022 – 7pm 

Zoom remote online and live streamed on YouTube 
YouTube recording link: 

https://www.youtube.com/watch?v=ZAyTKORaVYU
(subject to approval by the Board at the March 7, 2022, meeting) 

 
Board Directors present: Anthony “AJ” Jackson (VP of Membership Engagement and 

Services), Colleen Bauman, Cynthia “Peaches” Peachey, George Braddock, Jon Silvermoon, Lily 
Harmon-Gross (President), Lisa Parker (VP of Bylaws and Policy), Paxton Hoag, Sandra Bauer 
(VP of Philanthropy and Fund Development), Sam Rutledge, Spirit Leatherwood, and Sue 
Theolass. Other Board Officers present: Stephen Diercouff (Membership Secretary), Hilary 
Anthony (Co-Treasurer), Kimberly “Kimmo” Howard (Recording Secretary), and Lynda 
Gingerich (Co-Treasurer). Staff present: Kirsten Bolton, Mark Malaska, and Robin Bernardi. 

 
Introductory Remarks (YouTube video 8:00) 

 
Hilary: A big thanks to the Budget Committee, coordinators, and staff on the task of 

constructing a 2022 operating budget. We faced challenges ranging from going all online to 
addressing growth issues and staffing changes. I think most of us on the committee can agree 
this was the most challenging year ever. I hope all feel some accomplishment for getting to this 
point. 

As an overview: We have a few themes. We are working with the capacity parameters 
adopted by the Board— a first step in developing the information, metrics, and tools to 
empower us to plan for and manage our size, facility, safety, and enjoyment related to our 
growth. We haven’t been 100 percent sure if we are coming back from a pandemic, or still in 
pivot mode. 

The Budget Committee started with the revenue projection that will allow us to deal 
with our capacity goals, and to continue our staff, catch up with infrastructure/safety needs, 
consider options for how we feed our volunteers, and to assess options for our organization and 
event. And then, partway through budget season, we got an SVOG and soon after, we got a 
second installment; those grants give us the safety net that will allow us to work on our 
infrastructure, develop our staff, and work on our organization whether or not we can have a 
2022 three-day, in-person event. 

I encourage the Board to look at the big picture painted by these scenarios: 
1) An event that reaches the capacity level 
2) No revenue from a three-day event 
3) Reduced event revenue. 

We have options. We can have a scaled -back event, and complete capital projects, and 
have start-up funds for a 2023 event. As we make decisions about whether to proceed with a 
full event, we can flesh out variations of these options that fit what we choose to do. We have a 
safety net. Whether we have a traditional event or not, we can have a successful year of 
rebuilding our staff, working on our organizational issues, and repairing the site. 



I expect that we are all wondering what type, if any, event we can have for 2022. The 
budget presented to you is in case we can have a full event, which is less certain than it was this 
time in 2020. Between our COVID work group and our ED’s research and judgment, our 
organization will make plans if we need to pivot away from a full event. In 2020 we pivoted in 
March, with budget changes in April. Kirsten feels we can pivot in April and make budget 
changes in May 2022. 

In the case of a pivot, we will continue to assess the role of the SVOG funds in getting us 
to the end of the period that we can spend them. If we don’t spend SVOG funds, we will send 
them back. We also have reserves funds on hand; we may have other funding such as from 
fundraising, merch, and one-day event, or grants.

For the 2022 operating budgets: We started with the 2020 operating budgets which were 
fully vetted and Board approved. With the help of staff and coordinators, we identified crews 
that would be affected by either COVID-related changes, or repair/maintenance related to down 
time, or affected by increased costs. We will continue next month with looking at the capital 
project proposals — which consist of carryforwards from 2020, some big infrastructure 
proposals, and some proposals that originated for 2022. 

Our big-picture issues include our very continuation as an organization. Making good 
financial decisions is key, as are other important issues like safety, growth, volunteer training, 
infrastructure needs, planning, and developing a more nurturing organizational culture. Let’s 
treat each other with love and respect and continue our dialogues about how to continue to 
build a positive future. 

 
AJ asked when we would start spending the funds budgeted for 2022. Hilary replied 

that we would start spending now but would try to delay major contracts. We will do our best 
to control costs. In a typical year the crews would start spending right away, but we will need to 
be able to pivot if needed in this uncertain time. 

 
Jon S. asked about the SVOG funds and if the intent is to use those first before spending 

our own money. Hilary replied yes because it leaves more in our unrestricted funds. 
 
Jon S. asked about consideration for a scenario where there is no event in 2022 or 2023, 

which he thinks is worst case scenario for which we should be budgeting. He asked if we have 
enough to get to 2024. Hilary said it could be done, and will continue to look at various options 
and details over the next few months as planning continues. 

 
Grumpy encouraged coordinators to hold off on spending as long as possible, until we 

know more about what to expect in July 2022. 
 
Lynda gave thanks to the Budget Committee members: Hilary, Sheldon, Bennett, 

Grumpy, and Lucy. She also gave thanks to the Board liaisons, George and Sandra. 
 
Lucy expressed that she did not feel the committee process for this budget was 

collaborative and did not include input from others. There was no consensus and community 



building. The committee lost input from two seasoned staff members, and there was little 
discussion beyond one viewpoint, and no opportunity given to review disagreements. Lucy 
suggested the following be further reviewed for after this year’s event: the pay-scale range for 
staff, and contracting for the DEI position and the Data Base Project. 

 
Board Budget (YouTube video 35:10) 

Lily said the proposed 2022 Board Budget is between what was budgeted in 2020 for an 
event, and in 2021 with no onsite event. Some larger amounts are for DEI training and learning 
opportunities, and strategic planning. Lily suggested not spending any of the giving and 
philanthropy funds until after the event, and continue discussions of making changes to the 
Board Donations program. Hilary noted that we can spend our endowment funds. 

Sam asked if Lily’s recommendation needed to be included in the motion verbiage. 
AJ asked what the Board “membership” line item was used for. Hilary gave the 

examples of the Chamber of Commerce and WOW Hall memberships. AJ suggested 
membership with other community organizations such as NAACP and other leading DEI 
organizations. Lily said they might consider those costs as philanthropy. AJ said there should 
be a distinction between funds given for philanthropy purposes versus membership fees. 

Jon S. said Lily has been researching DEI training opportunities for the Board and 
understood the cost was higher than she expected. He wondered how it compared to the $5,000 
budgeted for DEI. Lily thought some of the work could be done with the $5,000, and said the 
budget could be adjusted if needed in the future. 

 
Lily moved and AJ seconded to approve the Board budget of $117,550. 
Grumpy asked if the DEI training line item was for only the Board, or members also, 

and what the training would include for that cost. He said we are a volunteer organization and 
wondered why we cannot get DEI training from volunteers. 

Lily said some of the training opportunities last year related to the strategic planning 
process, a cultural compact for Board directors, and Nonprofit Association of Oregon training. 
She is not sure yet what training opportunities for this year would include membership. Lily 
said DEI work is emotional and might be good to look outside of our Fair community for 
different points of view. It is worth funding learning opportunities that align with our values.

Jon S. said if you go forward with DEI training, then it should be successful and 
impactful, and we should not do it on the cheap. Five-thousand dollars will not go very far, and 
he feels in a bind because he knows it will cost more, but we also should be reducing our costs. 
Jon S. does not think the DEI training should wait until after the event and that it needs to be 
done now. 

Lily agreed DEI training should not be delayed. There are additional funds in the GM 
budget for training opportunities. 

AJ suggested taking $5,000 from the donation line item, and adding it to the training line 
item. Lily agreed. 

Lily noted the Board has gone over their donation budget in the past, but is willing to 
make the adjustment. 



Spirit said also wondered about pulling additional funds from another line item, to add 
more to the training line item. She said the Board was also considering conflict resolution and 
mediation services.

Sam said he was willing to move forward with training at $10,000, but wondered if they 
could still keep donations at $25,000 on the condition donations are determined after the event. 
Sam offered a friendly amendment to increase the Board budget by $5,000. Lily and AJ agreed. 

As amended, Lily moved and AJ seconded to approve the Board budget of $122,550.
Peaches agreed with the amendment. 
Jon S. wanted to discuss the meeting rent and Board orientation (Board retreat) line 

items. He asked why there was no plan for in-person meetings and in-person retreat.
Lily said they can plan to be agile and transition to in-person meetings if needed. She 

noted the meeting rent line item also includes the Zoom account. The retreat can be held onsite 
at Alice’s, as the prior location at the Wayfarer Resort is no longer available due to the 2020 
Holiday Farm Wildfire. 

Motion passed: 12-0. 
 

Staff and General Management Budget (YouTube video 59:10) 

Kirsten said the 2018, 2019, and 2020 staff and general management budgets were 
reviewed, noting customary expenses and the timing for those expenses in relation to the event. 
We included COVID safety expenses, inflation on some contracts, increased staffing to help 
with revenue and fundraising year-round, higher costs for health insurance, and reinstatement 
of a pension plan. 

Payroll is budgeted at $792,300 which includes an increase of three staff positions: 
marketing, volunteer coordinator, and another grounds keeper. Kirsten anticipates the 
marketing and volunteer coordinator positions will generate five dollars for every dollar we 
spend on them in additional revenue streams. These positions will help with additional 
fundraising and other events, in person or online. 

Lily moved and Peaches seconded to approve the Staff and General Management 
budget of $1,032,029.

Ann wanted to understand the justification for the marketing and volunteer coordinator 
positions, and said she liked Lucy’s suggestion about contracting some positions. She asked for 
more clarification about no phone expenses and if that meant a land line would be removed. 
Ann expressed concern the COVID safety budget was not enough, and said we should be 
measuring heartbeats and not individuals. 

Kirsten said Lucy’s suggestions are not part of the prior committee discussions so is new 
input. Phone line expenses have consolidated in the administration budget phone line item. We 
have an additional $50,000 in the HoneyBuckets line item for more COVID-related expenses. 

Lucy said she brought her suggestion to the committee in December and it was 
dismissed with no further conversation. 

AJ said it is important to have advertising and membership staff communicating with 
the team year-round and prefers we hire the positions instead of contract them out. He agrees 
that the duties of these positions will help increase revenue. 



Jon S. said it sounded like it should be a development position instead of a marketing 
position. If we are capping the amount of attendance, then we don’t need to advertise for more 
people. He said he would like to see job descriptions and the plan for how the positions will 
generate more revenue than expense. Jon S. is concerned about the long-term sustainability for 
adding more staff and associated costs, and why the education and training line item for staff 
would be reduced. 

Kirsten said the marketing position would include development, website work, 
fundraising, and additional revenue streams. In order to diversify our revenue streams, we 
need staff to support the volunteers to take on additional fundraising activities.

Hilary noted that having an ED who is responsible for hiring and firing of staff, instead 
of the Board, is a change for us. We have been understaffed for years. These are challenging 
times, and we are really trying to make sure we will have an event. We will remain alert and be 
willing to make changes to ensure we are on the right track. 

Sam agreed we have been understaffed for a long time and agrees with the positions the 
ED wants to add. He would also like a DEI position to be added, per the consultants’ 
recommendations. If we cannot get a grant for a DEI position, then we should adjust the budget 
for it. 

Sam also asked about the increase in the GM property tax line item. Hilary clarified the 
property tax did not go up, and it was a discrepancy when putting the various spreadsheets 
together for the budget document. 

Paxton supports the volunteer coordinator position, and said it should be called 
volunteer facilitator since we already have coordinators. 

Peaches agreed that we have been understaffed, and also wants to add a DEI position. 
She supports the budget. 

Spirit agreed with what others have said, and hopes this can bring relief to the staff who 
work onsite year-round. She agreed with Paxton that the volunteer position could be renamed 
to volunteer facilitator. Kirsten agreed the volunteer position could be called specialist, instead 
of coordinator. 

Sandra said the two new positions are needed, especially with as many volunteers as we 
have in our organization. We also need to diversify our income streams, so she supports the 
proposal. 

AJ said we need to have a bigger human resources presence in the organization, and 
does not feel the HR line item of $3,000 is sufficient. 

Spirit asked if the groundskeeper position was part- or full-time. Kirsten said full-time. 
Sue supports another groundskeeper position to learn as much from Caretaker Jeff as 

they can. She hopes the marketing position will not disenfranchise the IT Team that has been 
working four years on a needed database, and our existing advertising folks that have been 
working so hard and doing well. 

Sue would like to see supporting documentation to support Kirsten’s comment about 
the marketing position bringing in five dollars of revenue for every dollar spent. She is not 
convinced the marketing and volunteer positions need to be full time, and wondered if we can 
secure grant funds or set aside funds for temporary employees. 



Sue is also concerned the current office location cannot support additional staff. Kirsten 
said there is plenty of room at the office location for more staff, and we cannot afford to move 
our office location at this time.

Jon S. wanted to echo Lucy’s concerns about the new groundskeeper wage being low 
and not too much above what minimum wage will be in Lane County. He said just because the 
market may say what the wage should be doesn’t mean we should not consider paying 
according to our values. We have a pay structure where the people who are doing the actual 
physical work are being paid less. 

Jon S. asked about consideration for multi-year grant funding for the marketing or 
volunteer positions. Kirsten said it was discussed with the Budget Committee and they 
determined it would be more likely to get grant funds for a DEI position. Jon S. said these are 
the very positions that Murdoch (M.J. Murdoch Charitable Trust) likes to fund when an 
organization grows to the point that those positions are needed. Kirsten said it would be more 
likely to fund for two instead of four positions. 

AJ reminded the Board they are now a governance Board, and while we are reviewing 
the budget, some of the questioning is seeping into things that are not governance. Kirsten said 
she could provide documentation to Sue for the information on additional revenue the 
marketing position would bring. 

Motion passed: 10-2; Jon S. and Sue opposed. 

Operations Management Budget (YouTube video 1:29:35) 
 
Lily moved and Paxton seconded to approve the Operations Management budget of 

$278,806. 
Sam asked for clarification on the t-shirt line item reduced by $26,000, and wristband 

item increase by $10,000. Kirsten said t-shirts were purchased in 2020 that have not yet been 
utilized, and the wristband budget increased for COVID credentialing needed for Pre-Fair and 
Main Camp.

Jon S. said Late Night Trips is still budgeted at $3,000 and what the plan for it was. 
Hilary said it has been at capacity in the past and was successful. Sue suggested the amount 
should be more because of COVID and more people wanting to overnight at their own home.  

Jon S. asked if personal protective equipment, such as face masks for crew and the 
public, had been considered in the budget. Kirsten said the $50,000 in the HoneyBuckets line 
item would be used for safety expenses. 

Motion passed: 12-0. 

Site and Facilities Budget (YouTube video 1:34:55) 
 
Lily moved and Paxton seconded to approve the Site and Facilities budget of $354,000. 
Jon S. asked about $50,000 in the Operations Management / HoneyBuckets budget and if 

it included consumables, rentals, or permanent fixtures. He wanted to clarify where hand-
washing stations is covered, and if it includes more porta-potties. Kirsten confirmed the budget 



included more rentals for more hand-washing and sanitation stations, sneeze guards, and more 
porta-potties.

Sam noted a large increase to the structure repair line item, but wondered if it was still 
enough due to the work that needs to get done and the increased cost of lumber. Hilary said 
construction costs are included in capital projects; the Construction Crew has a budget increase. 
Hilary noted we are hiring a new Site and Facilities Manager who will help determine if the 
proposed budget is not adequate. 

AJ asked why the mosquito budget doubled. Kirsten said the reintroduction of humans 
on site will cause more mosquitos.

Spirit asked if the budget included more outhouse cleaning rounds for impacted areas, 
like South Miss Piggy’s. She also asked if the budget includes more accessibility for our 4A 
family and patrons. Spirit also hopes there is a budget for improvement to the Far Side because 
of 2019 damage that still needs cleanup. 

Kirsten said the additional porta-potties will help, but adding additional cleaning 
rounds comes at a much higher price. There are standard and alter abled porta-potties being 
added. Kirsten said there is work being done to restore the Far Side camping area. 

Hilary noted we do get a high level of service from the porta-potty vendors, and we 
need to be more specific to them about what our needs are. 

Paxton is part of the sanitation workgroup, and they have been actively working with 
LUMP and Archaeology on more hand-washing and sanitation station ideas. He also expressed 
support for improvements to Dug’s Green. 

Spirit replied to Hilary’s comment about more specifics of areas needing improvement, 
and said she would get some of the past information already tracked by Fair Central. 

Motion passed: 12-0. 

Administration Budget (YouTube video 1:47:50) 
 
Lily moved and Paxton seconded to approve the Administration Budget of $49,950. 
Jon S. asked if there was consideration to purchase a copier as opposed to leasing. 

Kirsten said that would be a capital project and is not a priority at this time. 
Sam asked for more clarity on an increase to the household line item. Kirsten said this 

includes both interior and exterior cleaning tools and services. There are some much needed 
tasks like window washing and moss removal. 

Motion passed: 12-0. 

Budget (YouTube video 1:51:10) 
 
Lily moved and Sue seconded to approve the Culture Jam budget of $58,900. 
Jon S. asked about the drop in the amount for programming and development. He also 

asked if the budget included consideration for personal protection equipment or COVID 
prevention. 



Robin said there was a need to spread funds out in various places, as some line items 
were not being fully used each year. She said we have funds in the equipment line item for 
safety needs.

AJ asked about the increase to the staff stipends and travel budget, and the amount for 
water bottles. Robin said the staff stipend and travel budget gained $3,000 from a director 
support line item which was determined to no longer be needed. Money was also moved from 
programming and development to help with costs to bring staff in from other countries. Robin 
said the water bottles are a keepsake water container in lieu of excessive plastic bottled water. 

Motion passed: 12-0.

Crew Budget (YouTube video 2:01:40) 
 
Hilary said the bulk of the changes to the crew budget are about our response to the 

pandemic and rebuilding. Communications was going to buy digital radios, but this year they 
will rent to do a trial run. Most other budget changes are small. The change for the medical item 
is for White Bird operations, and the White Bird contract will go through the General 
Management budget. There were also corrections that needed to be made for last year’s prior 
approval of the Xavanadu movement change. We know that some crews might have fewer 
people, and adjustments were made because we lost the Shady Grove stage. 

 
Lily moved and Sam seconded to approve the Crew budget of $1,078,863. 
Emma asked for her statement to be included in the minutes: “We are guided to operate 

by a Board directive to support locally and ethically produced meat/food products whenever 
we can. We also try to minimize the amount of landfill waste wherever possible. Pre-Fair 
Kitchen is committed to fulfilling our missions and working with our local community partners 
to ensure the money we spend stays as close to home as possible. Like other crews, we are 
already in discussions about sourcing our supplies and services, and once we finalize the 
supply and services budgets, we will be starting work on purchase orders sooner than most 
people realize. We want to make sure that we can do that as well as protect our vendor 
relationships by not over-promising and under-delivering. 

One example is our long-time vendor, Deck Family Farms, who supplies us with 
amazing meat products from a family-owned farm in Junction City. They typically package
their products for retail in small one-pound units, which creates a lot of unnecessary plastic 
waste for our operation. To minimize waste, they do custom packaging of 10-pound units for 
us, while still maintaining food safety standards. They need to begin processing and storing 
products for us now if we are looking at Main Camp opening on June 1. 

There are multiple significant negative impacts to this family-run farm if we end up 
having to cancel our order or drastically change our planned operations and/or timeline: It will 
significantly affect quality to thaw and refreeze the meat in order for them to repackage it for 
retail, it will increase their production costs, and they will have a limited timeframe to resell the 
product due the length of time the product has already been frozen. 

Can the Board and/or management provide us with more guidance regarding how to 
proceed with this amount of uncertainty? 



Are we prepared to ensure that these relationships can be maintained if things change
from the current operations plan?

Thank you for your guidance regarding this issue.
 
Hilary replied to Emma and said it is a very important type of operational issue that can 

be discussed with Kirsten and staff. Crew Coordinators will need to communicate with staff 
and operations to ensure we can work out safety issues with our vendors, for their viability and 
our own. 

AJ said it is costing volunteers more money than it used to, and feels like volunteers are
working more but are receiving less. He wants us to look at budgeting more for volunteer
appreciation and the amount for food vouchers.

Sam said he was curious as to what bottom line expenses are for crew budgets, and feels 
there is a lot of room for coordinators to decide how those funds get used. Hilary said crews 
typically spend less than their budget allows. We have a budget handbook with guidelines, but 
there is a wide range of what each crew coordinator decides. Hilary thought the bottom line 
might average $35,000. 

Lucy said we give out over 90,000 food vouchers, and an increase to the amount of each 
would be a high expenditure. Food vouchers were never intended to be a means to provide 
three meals a day for volunteers, but as a token of support. 

Paxton agrees that we need to look again at the food voucher subject. 
Spirit asked for clarity on Board trade passes and some of the increases to Kitchen Crew. 

She recommends that Decon Crew have enough funds for sanitation. Hilary said there are 
funds for sanitation, and it does not need to come from their crew budget. Kitchen costs are 
higher due to equipment damage and the cost of food right now. Lynda echoed that food costs 
have been rising drastically, and there is an effort for organic and local products. 

AJ said some crews historically always go over budget. He asked where the additional 
funds come from, and why it happens. Hilary said coordinators are encouraged to talk to their 
budget liaison, a staff person, or treasurer. While most crews are in compliance, Kirsten will be 
working with the budget and monitoring it closely with managers and coordinators as we move 
forward. 

Grumpy reminded us we created a budget for Hospitality to help with not increasing 
the food voucher amount. He said any crew going over budget should communicate with the
budget liaison, their BUM, or the Operations Manager. 

Jon S. asked if we are anticipating additional changes in Admissions and Sanitation 
crews, once we know more about how we will check vaccination status. Hilary said Admissions 
and Quartermaster will need changes. 

Jon S. asked if we will be providing childcare to the public this year. Hilary said it is still 
under review, and will include adherence to state guidelines. There are more details to be 
determined. 

Jon S. asked if the money for durables is for the transition of the move to Outer Limits, 
as he heard that decision had been made. He thought the Fixed Assets Committee was looking 
at proposed uses for that property and were going to present them to the Board for a decision. 
He asked what future costs we would have by moving durables in terms of equipment and set 



up. Lynda said the $2,000 durable budget includes costs for the duration of the event this year.
Hilary said it is not decided to be permanent, and would expect further changes. Jon S. asked
about the distance from the actual event to Outer Limits, and Hilary said we only use durables
once during the event so there would not be back and forth commute expenses. 

Sam spoke to the Community Village passes that must be purchased. These passes are 
purchased by activists and members of valuable organizations doing transformative work 
within our communities. These people are paying to come and share their work. Because of a 
prior decision made many years ago, Community Village is not able to use the Fair as a 
fundraising opportunity for those organizations. Sam hopes the Board can look at this again
and find a way in the future to allow for compensation.

Sandra said moving durables to Outer Limits was the only option at this time, and the
durable team is still determining their needs. It is a work in progress. 

Motion passed: 12-0. 
 

President’s Peace (YouTube video 2:35:30) 
 
Lily thanked Lynda, Hilary, the Budget Committee, and Staff. It was a challenging year 

because of the dynamics, and thank you so much for your hard work and dedication to 
enabling the survival of the Oregon Country Fair. 


