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April 1, 2026 

Auditor Timothy M. O’Brien, CPA 
Office of the Auditor 
City and County of Denver 
201 West Colfax Ave., Dept. 705 
Denver, Colorado 80202  

Dear Mr. O’Brien, 

The Office of the Auditor has conducted a performance audit entitled 
“Intergovernmental Agreements for Fire Support.”  This memorandum provides a 
written response for each reportable condition noted in the final draft of the 
Auditor’s report, which was sent to us on March 17, 2026. This response complies with 
Section 20-276 (c) of the Denver Revised Municipal Code. 

Please see the subsequent pages for our responses to each recommendation and 
contact Fire Chief Desmond G. Fulton at 7209133424 with any questions. 

Sincerely, 

 
Desmond G. Fulton 
Fire Chief, Denver Fire Department 
 

CC: 
Valerie Walling, CPA, Deputy Auditor 
Dawn Wiseman, CRMA, Audit Director 
Sonia Montano, CGAP, CRMA, Senior Audit Manager 
Emily Owens Gerber, MPA, Audit Manager 
Al Gardner, Executive Director, Dept. of Safety 
Laura Mathis, Financial Manager, Denver Fire Dept 
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Intergovernmental Agreements for Fire Support 

Denver Fire Department 
April 2026 

AUDIT FINDING  
Some administrative processes for the city’s intergovernmental 
agreements for fire support need improvement 

RECOMMENDATION 1.1 

Develop and document formal renewal process  
Denver Fire Department leaders should develop and document a formal process for 
renewing the intergovernmental agreements. The process should include, at a 
minimum, a description of: 

• Required participants. 

• Participant roles and responsibilities. 

• Key provisions to be revisited for continued accuracy and relevance. 

• A timeline of milestones. 

• Documentation to be created. 

• Document retention processes. 
  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G. Fulton 

Phone: 7209133424 

  

Provide a written response 

The Denver Fire Department shall maintain a formal process for renewing its I.G.A. 
agreement(s) for emergency services. The Fire Chief maintains approval authority. 
The Finance Division coordinates timelines and documentation. Partner agencies 
and the City Attorney's Office participate in review and legal sufficiency. Key 
provisions — including service scope, cost-sharing, and performance standards 
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shall be reassessed at each renewal. The process shall be initiated 180 days prior to 
expiration    
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RECOMMENDATION 1.2 

Establish a process for tracking costs  
Denver Fire Department leaders should work with the department’s finance team to 
develop, document, and implement a process for tracking the actual costs 
associated with Denver Fire providing fire support to the four municipalities. This 
process should also include details on the methodologies used and limitations 
affecting the cost calculations. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Laura Mathis 

Phone: 7209133411 

  

Provide a written response 

Denver Fire will build and implement a process for tracking the actual costs 
associated with all current IGA's.  Including details on the methodologies used and 
limitations affecting the cost calculations. This process shall identify all direct and 
indirect cost components, define the methodologies used for calculation, and 
document known limitations affecting cost accuracy. This process shall be reviewed 
annualy to ensure continued relevance and transparancy in support of fiscal 
accountabiliy.  
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RECOMMENDATION 1.3 

Develop policies and procedures for cost-benefit assessments 
Denver Fire Department leaders should work with the department’s finance team to 
develop and document the required process for conducting cost-benefit analyses 
for intergovernmental agreements for when first entered or when up for renewal. 
These developed processes should include periodically re-assessing the costs and 
benefits during the term of long-term agreements. The process should describe: 

• Who is responsible for completing the assessments. 

• How often they should be conducted. 
  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G. Fulton  

Phone: 7209133424 

  

Provide a written response 

The Fire Chief and Director of Finance shall share responsibility overseeing 
assessments. Analyses shall be conducted prior to execution at each renewal and 
periodically during long-term agreements; no less than every two years. This  
includes all expenditures including but not limited to (salary and benefits, 
apparatus costs, consumables, maintenance, supplies, and overhead), as well as 
revenue received. All findings shall be documented and retained per City and 
County records retention policy. 
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RECOMMENDATION 1.4 

Include important elements in future cost-benefit assessments 
The Denver Fire Department’s finance team should ensure future cost-benefit 
assessments for intergovernmental agreements for fire support include a 
description of the source data and its reliability, the methodology used to develop 
the costs, and the ground rules or assumptions used. The assessment should also 
include the qualitative and quantitative benefits of these agreements. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Laura Mathis  

Phone: 7209133411 

  

Provide a written response 

Moving forward, the Denver Fire Department will ensure future IGA cost-benefit 
assessments will include: source data descriptions and reliability ratings, cost 
methodology, and defined ground rules. Assessments will also capture quantitative 
benefits (response times, coverage area, call volume) and qualitative benefits 
(improved service delivery, regional collaboration, strategic planning, and workforce 
stability) across all four partner municipalities.  
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RECOMMENDATION 1.5 

Develop, document, and implement a joint advisory board governance structure  
Denver Fire Department leaders should work with the joint advisory board 
members from each municipality to develop, document, and implement a 
governance structure. At a minimum, this should include: 

• The purpose of the joint advisory board. 

• Members of the boards, roles and responsibilities of each member, and a 
process to change board members. 

• A process for preparing and sharing meeting agendas before each board 
meeting. 

• A process for developing and sharing meeting minutes of each board 
meeting. 

• A process for receiving and resolving issues or disputes. 
  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G Fulton 

Phone: 7209132424 

  

Provide a written response 

Acknowledge and agree with assessment and recommendation outline. 
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RECOMMENDATION 1.6 

Determine whether joint advisory board provisions need to be updated  
After establishing the governance structure and purpose of the joint advisory 
board, the Denver Fire Department’s leaders should work with the joint advisory 
board members to decide whether the joint advisory board provisions in each 
intergovernmental agreement should be revised to better reflect the purpose of the 
boards. These decisions should be documented. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G.Fulton 

Phone: 7209133424 

  

Provide a written response 

Acknowledge and agree with assessment and recommendation outline. 
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RECOMMENDATION 1.7 

Develop a plan to revise agreements, as necessary  
Denver Fire Department leaders should develop and document a plan to revise the 
intergovernmental agreements, as necessary, based on the decisions made with 
Recommendation 1.6. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G. Fulton 

Phone: 7209133424 

  

Provide a written response 

Acknowledge and agree with assessment and recommendation outline. 
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RECOMMENDATION 1.8 

Establish and implement a process to track payments 
The Denver Fire Department’s finance team should establish and implement a 
process to track the date each payment from Englewood, Glendale, Sheridan, and 
the Skyline Fire Protection District is received to enable it to identify late payments 
and track any patterns of late payments. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

6/1/2026 

  

Specific point of contact for implementation 

Name:   Laura Mathis 

Phone: 7209133411 

  

Provide a written response 

Establishing a more robust tacking system related to the IGA's (Englewood, 
Glendale, Sheridan, and Skyline Fire Protection District) will help to ensure 
contractual compliance. Finance will document postmark dates, if available, at the 
date of receipt. If no postmark date is available, the first known date the payment 
was physically received shall be the date of receipt. Encourage payments to be 
processed via DFD Lockbox payment address, which will simplify obtaining and 
documenting the payment  
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RECOMMENDATION 1.9 

Determine conditions for a late payment  
Denver Fire Department leaders should decide whether the intergovernmental 
agreements for fire support should be amended to adjust the conditions for what 
constitutes a late payment and document their decision. Next, Denver Fire leaders 
should either revise the agreements accordingly or follow the existing requirements 
for imposing interest on late payments. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

6/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G. Fulton 

Phone: 720-913342 

  

Provide a written response 

While late payment fees are infrequent and minor in nature, the Denver Fire 
Department Finance has the ability to bill partner municipalities per existing IGA 
terms without requiring a full contract revision. This streamlined approach upholds 
agreement language while avoiding the administrative burden of renegotiating an 
entire contract solely to address a minor fee adjustment.  
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RECOMMENDATION 1.10 

Develop and document a process for identifying expenses  
Denver Fire Department leaders should work with the department’s Technical 
Services Division, finance team, and other relevant personnel, to develop and 
document a process for identifying expenses at municipality fire stations that 
should be reimbursed and for ensuring Denver Fire is reimbursed, as required by 
the intergovernmental agreements. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G. Fulton 

Phone: 7209133424 

  

Provide a written response 

Moving forward we will leverage the existing DFD Technical Services work order 
tracking and cost center approver review to identify items that are reimbursable. 
For items which are not clearly defined as potentially reimbursable, DFD Finance 
and Technical Services will collaborate to decide with final review, if necessary, by 
the Fire Chief. Invoices and payments related to these billable items will be tracked 
by DFD Finance in the DFD Finance shared folder. 
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RECOMMENDATION 1.11 

Develop policies and procedures for monthly reconciliation  
Denver Fire Department leaders should work with the Denver Fire finance team to 
develop policies and procedures for the monthly reconciliation of its internal 
payment records and Workday associated with revenue from Englewood, Glendale, 
Sheridan, and the Skyline Fire Protection District. If separation of duties is 
impractical due to staffing limitations, managers should design alternative methods 
to mitigate the risk. 

  

Agency response:   Agree 

Target date to complete implementation activities:   
(Generally expected within 60 to 90 days) 

7/1/2026 

  

Specific point of contact for implementation 

Name:   Desmond G. Fulton 

Phone: 7209133424 

  

Provide a written response 

Acknowlege and agree with assessment and recommendation outline 
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