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County Manager Dan Palmer called this Shared Services Panel meeting to order with the 
following in attendance: Shaun Gillilland, Joseph Giordano, Charles Harrington, Ronald 
Jackson, Stephen McNally, James Monty, Ronald Moore, Gerald Morrow, Daniel Palmer, 
Randy Preston, Thomas Scozzafava, Joe Pete Wilson and Mayor Craig Randall.  
 
Department Heads Present: Judith Garrison, Charli Lewis, Michael Mascarenas, and Anna 
Reynolds.  
 
Deputies Present: Jim Dougan - DPW.  
 
Also Present: Rob Wick - Community Resources, Lynn Donaldson - Community Resources, 
Todd Hodgson - DPW.  
 
PALMER: This is one of the items that is listed under the Shared Services Draft Plan. Officially, I 
have to conduct, this represents the first Shared Services Panel.  
So, for our purposes the Shared Services Panel is the 18 members of the, Town Supervisors 
are members of the Shared Services Panel and Mayor Randall, who is the Mayor of the Village 
of the Lake Placid. We are required, those are the mandatory, truthfully I did not include the 
Village of Saranac Lake, because I think they’re under Franklin County’s, but I’m not sure of 
that. So, for our purposes this represents the Panel. If the Board wanted to or the Panel wanted 
to include other members that’s something that’s an option, so to speak, but at this point given 
the timeframes that we have, we’re going to have to proceed with the way we are now.  
I did provide a draft of what by August 1st, which what we are required to and truthfully that draft 
all came from Community Resources in terms of those items which are under consideration.  
One of the things I do want to talk about is potentially you as members of this panel can opt to 
vote yes or no on any portion of those 5 items that are listed and just for the record, even 
though there’s no press here, the 5 items that we listed was centralized EMS services; which is 
taking somewhat a different track at the same time as the Shared Services Panel, but that 
would be the Emergency Medical Services Countywide Services, we’re also looking at 
countywide IT services, initiation of an integrated of a GIS database, collaborative highway and 
public works planning and of course the one that was just presented to you is formalizing the 
community planning services through the Community Resources Department.  
Again, in reference to that presentation, I think more than anything else, we’ve come to realized 
as we’ve gone on through the Community Resources Department, I know when I asked Mike to 
take over the department the focus was really supposed to be on both Town and County grant 
applications and we’ve done that. I think it’s been pretty successful, but we’ve come, I think 
more than anything else, we’ve come to realize that we have to manage expectations. There is, 
you know, clearly when we get grants the level of expertise that’s in each individual town 
somewhat varies and the expectation somewhat varies. So, I think this proposal that’s being 
priced before you would help to solidify some of that in terms of knowing exactly what is that’s 
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expected, not only of the Community Resource Department, but what we would expect in terms 
of what individual towns would have to do during this process, so we didn’t get bogged down in 
terms what we’re actually providing for. You know we’re not providing full engineering services, 
Todd can’t stretch that thin. So, those kinds of things we need to be able to define and I think 
this a good step towards doing that. 
So, that clearly I think is an important part of the plan. Now, in terms of the plan, I did give you a 
copy of what’s essentially appendix A, that I’m required to provide to the State Division of 
Budget, by October 15th and I have to define in there, the interesting part is, I have to define in 
there for each provision and honestly I’m breaking it down by the 5 proposals that we have in 
terms of a draft, but we have to define in there why, how each member of the panel voted; 
whether they voted yes or no and specifically it also requires under the law that each member 
that provides its vote has to provide a written reason as to why they voted the way they did.  
So, I will develop forms for you guys that will allow you to vote yes or no and I anticipate having 
some check off boxes that you could do, but there would also be an area that you could write 
something in incase you wanted to, but crazy as it may seem, I’m supposed to be able to 
provide to the division of budget a reason why every member of this Panel decided to vote the 
way they decided to vote.  
If you go through that Appendix A and this is where I am going to need Charli Lewis’ help in a 
great deal. There’s a requirement, Charli, I’ve got a copy of what’s actually required under 
Appendix A, if you want it. I’m required to provide a sum total of all the property taxes levied in 
2018 by County, cities, towns, villages, school districts, BOCES and special improvement 
districts within the county. I’m required to provide sum total property tax levied in the year for 
any of those participate under the plan, so to speak, if they decide to vote yes or no, I guess. I’m 
supposed to give an anticipated savings, I’m supposed to give an anticipated savings as a 
percentage of estimated property taxes, I’m supposed to give a percentage of the sum of all the 
proposals that are contained, I’m supposed to anticipate the savings an average tax payer will 
receive, I’m supposed to provide an anticipated cost savings  to the average homeowner, I don’t 
know what the difference is between an average homeowner and an average taxpayer, the last 
I knew an average taxpayer was an average homeowner, but I’m not sure of that. Also, I am 
required to provide an average cost savings to the average business. If you wanted to pick a 
county that did not have an average business, here’s the place to do it. Let’s go up in Lake 
Placid and compare their businesses to the business in Minerva. I don’t know how you find an 
average business in the County, but Charli’s going to help me with that stuff, whether she knows 
it or not, she is.  
So, those are the things that I would have to provide for each one of these proposals that are on 
the table. Now, part of the discussion that we’re having today and what I’m going to ask you for, 
is of the 5 items that were proposed, are there any that you would prefer to not be on the table, 
so to speak? I know individually you as members can all say, if you put your hand up and say, 
I’m not, then you’re out, as a town you don’t have to participate. Interesting thing about that is 
that you as a member of the Panel can chose to withdraw any interest in anyone of these 
proposals, but you don’t have to have authorization from your town boards to do so. You as 
individual members can chose to withdraw if you chose, that’s why, part of the reason why I 
provided you with the draft and I think having this meeting would allow you to at least to go back 
to your boards and kind of review this stuff and decide whether you want in or out. We do have 
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to, I just, the timeline is crazy and it’s a self-inflicted problem on my part, because frankly I didn’t 
get to it. Contrary to what the Governor and the State believe I have a fair amount of things to 
do, the Governor really needs to follow me around some days, just to see what my schedule 
looks like, however, in saying that I have to have this meeting, I have to have a second meeting 
by the 15th of September, but technically and this is a legal opinion I took upon myself, the 15th 
falls on a Saturday, so the next legal business day is the 17th; which is when you guys are back 
in, so we will have the second Panel meeting on the 17th and at that meeting I will ask you to 
vote yes or no on each individual part of this Shared Services Agreement and at point I will have 
documents ready for you to check yes, no or however you feel. I’m also required before the 17th 
to conduct 3 public hearings. I have scheduled those, Judy has put the notices in the paper, I 
can’t even remember what the dates were, Jude do you have them?  
 
GARRISON: Yes, Thursday the 6th, Monday the 10th and Wednesday the 12th.  
 
PALMER: Okay, so those are what I scheduled for Public Hearings as it relates to this Shared 
Services Plan. There is no requirement for you, as members of the Board to be at those public 
hearings. I’m not suggesting that you can’t be, but what I’m saying is, if you chose to be those 
are the dates, if you chose not to, that’s okay, it’s my responsibility as the County Manager to 
conduct those public hearings, public hearings are for the purpose of the public. The point being 
is that anybody that shows up from the public that wants to provide input, Judy will be here to 
take minutes, I’ll be here to take questions and provide answers to those questions, so in that 
terms that most important date for you guys, it would be this September 17th date; which 
immediately follows those; which I will be asking for a vote as it applies to these. I then have to 
have one more public hearing after that in which we discuss the results of the vote to the public 
and provide them with what the overall shared services plan would look like that we submit to 
the State and I then have to submit whatever it is that we arrive at by October 15th to the New 
York State Division of Budget.  
That’s the process, if it could come at a bad time, a worse time I don’t know when it is. We’re in 
budget now, we’re receiving budgets back, but it is something.  
And I just want to, in terms of the EMS, I know we have it listed here under the Shared Services 
Program. It is taking a track under the municipal restructuring?  
 
REYNOLDS: Yes, the award I think was Friday, officially, was $2.5 million portion.  
 
PALMER: Okay 
 
REYNOLDS: There’s no match involved in that 1st portion.  
 
PALMER: Okay, so I guess my question is, would we continue to carry this in the shared 
services agreement or should would we, I don’t know.  
 
REYNOLDS: How long is this agreement?  
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PALMER: Shared Services Agreement, good question. Here’s the deal with the Shared 
Services Agreement, it was passed in 2017, it was scheduled for 2 years, ’17 and ’18. They 
have not addressed it at the State Legislature whether it’s going to be continued as a 
requirement moving forward or whether this is the last year of the requirement, so to speak, or 
not. I don’t know what that process is, but I guess what I’m kind of getting from you Shaun is 
that we should probably still maintain this within this agreement, I mean within this plan as well?  
 
GILLILLAND: I believe so, yeah.  
 
PALMER: Okay 
 
GILLILLAND: I mean because we get $6. Something million, total.  
 
REYNOLDS: Yeah.  
 
GILLILLAND: Yeah, so I think it would be foolish not to include this.  
 
PRESTON: Okay, alright.  
 
MONTY: I’ve just got a question pertaining to that, because I still don’t have a full understanding 
of what the EMS program is. So, if I opted, you know it is a viable solution, it would be great to 
have it in the Shared Services, but if we vote to put it in the shared services are we still 
obligated to follow through with it?  
 
SCOZZAFAVA: No 
 
PALMER: Absolutely no requirements under the Shared Services Law that anybody follow 
through with anything contained within it. I have to tell you that I’ve seen lots of State laws, I’ve 
spent a lot of time reading State laws, that is the worse written State law that I have seen in my 
life. There is no provision whatsoever in there. Typically every State law has a provision that 
provides for some kind of enforcement or some kind of a penalty for not doing something. 
Nothing within that law even addresses what happens if you don’t do or what you do. The way I 
would review it is if in the final, there’s going to be a process by which this Board reviews the 
EMS plan, has ongoing discussion about the implementation of the EMS plan and if any 
community at some point decides they’re opting out of it, I don’t think it affects the Shared 
Services Plan whatsoever.  
 
MONTY: Because I know I have a lot of constituents that are still asking what happens when the 
funding goes away, what exactly happens and I have yet to get a solid answer on that. I don’t 
think there is a solid answer.  
 
PALMER: Well, I don’t think there is either. I guess the only real answer to that in terms of my 
view is that I’m not sure what happens when the $6.2 million goes away, but I know what 
happens if you don’t get the $6.2 million at all.  
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MONTY: Absolutely 
 
PALMER: I think that’s probably the bigger issue in my mind. Any community that choses to go 
on their own, so to speak, the risk is that you don’t receive any equipment or anything that you 
may necessary need and may end up costing you more in the long run. I don’t know that, but I 
would assume that might be the risk.  
 
MONTY: That’s information that we would like to know.  
 
PALMER: Right 
 
GILLILLAND: We’ve had discussions with legislatures about the taxing districts and stuff and 
that’s a little dicey issue. But I think the way to look at this whole thing with the EMS and there’s 
a gold standard for EMS and that gold standard is, if you get call, an emergency call, that that 
squad that’s there, that’s holding the certificate has got to be rolling within 10 minutes with an 
advanced EMT onboard, 75% of the time. So, that’s the gold standard, if you can’t meet that 
gold standard the County is going to make you. That’s the way I understand it or the County is 
going to step in and roll. So, if a squad or something like that is dropping calls, can’t meet it, 
eventually they’re going to lose their certificate. So, what happens when they lose their 
certificate, you have the structure, the framework there for the County EMS to step in and 
provide the services required. Now, there are other options in there. If a squad wants to have 
fire car coverage, advantaged EMTs to augment and things like that, that’s all in looking at, but 
the gold standard is the gold standard. I mean that’s a statewide standard and I understand that 
and if you have a squad that can’t make it, well, there’s no excuse for not making it, we as 
county government, we got a moral obligation to provide that service. So, that’s the way I look at 
it.  
 
MONTY: And I commend that Shaun, literally, but again it comes down to my constituents and 
dollars to them.  
 
GILLILLAND: It’s not cheap.  
 
MONTY: There’s no question, I mean you’re looking at an additional, if that goes away 5 years 
from now, that $6.8 million that we received, you know that spread over 5 years, you’re looking 
at $1.6 million for that 5 years, what’s that going to add to our County budget?  
 
GILILLAND: I’ll ask my colleague here, how many people flaying on the floor to be picked up will 
worth?  
 
MONTY: And there’s no question, I don’t dispute that, but you’re going to hear it as well as I am 
that you know we need to know what the dollar is and I know that it’s a projection, like anything 
else, but it would be nice to see that see what the projection is, if 5 years down the road the 
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funding goes away, this is what it’s going to cost, if the funding says flat, current, this is what it 
will cost. 
 
GILLILLAND: And that’s one of the reasons that this thing stays in, in a small scale 
implementation phase. We’ve already identified with the critical needs areas right now and from 
that, after that we evaluate or the County evaluates, going to the State, what is the next step? Is 
small scale implementation covering the holes? Is that always going to be? Is it going to be a 
$6.5 million project, is it going to be a $4 million project? So, and other questions on that, also 
are the additional, what kind of funny scheme is going there and one of the things that 
happened, in full disclosure, the question came back, why can’t you just have the County 
general fund pay for this? Well, if you have the County’s general fund pay for it then everybody’s 
paying for it and it removes the opt out issue that is the beauty of building your own district. That 
we have the authorization, the authority to build our own countywide, you can build a district as 
you want.  
 
MONTY: And we’re still waiting on that; correct?  
 
GILLILLAND: Yup and that’s, you know… 
 
MONTY: New York State 
 
JACKSON: A couple of things; one that bothers me on that gold standard is having an 
advanced EMT when 75% of your calls are basic calls, you don’t need an advanced EMT, I 
mean you’re bandaging the leg and taking grandma to the hospital, so I object to that. The other 
thing is as far as going for the Countywide, putting it on our tax rolls, you can’t do that with the 
tax cap. There’s no way we can do it unless we eliminate County highway or something along 
that lines of money in order to come up with enough money for this, that’s really not an option.  
 
PALMER: Well, let me just address that. I mean I guess, you know, here’s the thing you know, 
you guys know how I feel about the State’s tax cap, I think they should mind their own business. 
You know, you as representatives of the constituents of this County know more so what the 
individuals in this County need than the State of New York does. So, in terms of that and the 
way I’ve always viewed this is if the County decides on a service that is currently not provided is 
warranted and is important to the constituents of those counties, than frankly I think you should 
override the cap and the interesting thing about overriding the cap is all it does is reset your 
base. In the following year, your base becomes 2% of the new, the amount you overrode the 
previous year. Again, I would never say to you as, I would never recommend to you as Board 
members that we don’t do a particularly important service to your constituents simply because 
the cap, the State says we should be in the cap. To me that’s a decision that you guys make 
and ultimately you make it based upon what you believe is the best thing for your constituents 
that you’re representing. It may require that you blow through the cap, if that’s the case, you 
would not be standing there alone, I would be there with you just as well saying, this is an 
important part of what we do as a County and if we have to clear it through the cap to do that 
than I would make that recommendation.  
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JACKSON: One quick follow-up on that, so far other than school boards there’s really been no 
penalty to not keeping it in the cap. If you don’t, the school board goes over than you lose your 
$300.00 rebate, but for us we really don’t have, how long is it going to be that way before the 
State says we’re going to start whacking you upside the head with a 2x4?  
 
PALMER: Well, I got to tell you, just so you understand, they did do that, they have proposed for 
next year; okay? And here’s what they did. They essentially said we’re going to implement 
Raise the Age as a provision on the law starting October 1st. So, all those 16 to 18 year olds 
now will be not treated locally in criminally court, they be in family court proceedings in terms of 
what happens to them. Overall I don’t anticipate there would be a huge impact to us, there is 
only one place that that will have a significant impact to us and that’s under secured detention. If 
a 16 to 18 year old is ordered by the courts under secured detention, the cost of secured 
detention is $2,000.00 a day so, if we fail to meet the cap then we will be subject to, unless we 
can demonstrate a hardship, interestingly enough, one of the hardships that you could 
demonstrate is if you’re fiscal rating was high enough, it’s not, we’ve got our house in order, so 
we’ve a 12% or 13% fiscal rating, so therefore we would be punished. Those individual counties 
that have high fiscal ratings, they would catch a break, because their house in not in order, but 
that’s the biggest penalty that would occur if we blow through the cap this year, next year we 
potentially could face a $2,000.00 secured detention. If you put a child, a 16 to 18 year old in 
secured detention for the whole year you’re talking about $700,000.00. that’s a pretty significant 
cost. Now, the State’s saying if you meet the cap we’ll go ahead and pay that cost. If you don’t 
meet the cap, then it’s your problem. Here’s the way I view that, okay, if you’re going to blow 
through the cap for a legitimate reason, nothing that you risk that penalty, in my view, you’re 
better take off taking fund balance when that occurs and pay for that secure detention than you 
are to take fund balance and artificially buy down the levy to cover, to get to the 2% to save 
yourself the secured detention, because if you know that you have a legitimate reason for going 
through the cap and you blow through that cap and you do get a secure detention order, you’re 
going to spend the money either way either you’re going to buy down the levy or you’re going to 
pay for the amount out of the fund balance. If you buy down the levy, you just created the 
problem for another year. You can’t ever catch up. Been through this war, right? We don’t want 
to do that again. So, my recommendation is in fact that, either it’s resource officers in the 
schools, either it’s this EMS Program, whether it’s changes to Community Resources, if all of 
those facts, when we get down putting a budget together results in us having to go over the cap, 
my recommendation would be go over the cap rather than it buying it down, because buying 
down a levy is nothing but a mistake that you will never, ever recover from and it’s just a hole 
that you can’t get out of.  
 
SCOZZAFAVA: Look at what it took us to get out of that hole.  
 
PALMER: But, honestly our fund balance right now is fairly healthy. I think we’re in good 
financial, our fiscal rating, our fiscal stress rating is 12%. I think our house is in order, so to 
speak and I think that, I didn’t need the State to tell me how to do that.  
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GIORDANO: We’re talking about a special district fee, right, for the EMS services?  
 
PALMER: That’s one of the proposals that is hung up and has never gotten through the State 
Legislature. That would allow Essex County to form a special district for EMS services and if 
that were to occur, if the State passed that law to allow us to do that, you could define the 
district in terms of whichever town wanted to be in or out and those kinds of things.  
 
GIORDANO: Would it be just like a water, sewer district, type of special district?  
 
SCOZZAFAVA: Yes 
 
PALMER: Same idea.  
 
GIORDANO: So, it wouldn’t be subject then to the 2% tax cap; right? It would be separate from?  
 
SCOZZAFAVA: No 
 
PALMER: No, it still would.  
 
SCOZZAFAVA: You’re a special district.  
 
GILLILLAND: It’s a special district 
 
PALMER: A special district is still subject to it.  
 
SCOZZAFAVA: Ad valorem District.  
 
JACKSON: Exactly, if it’s a flat rate that it doesn’t count against your taxes.  
 
PALMER: If you’re a flat district, that’s different, but if you’re an ad valorem it goes on and 
you’re subject to the cap.  
 
SCOZZAFAVA: The tax cap is all about levy, period.  
 
PALMER: Yup 
 
GIORDANO: But the water district, water sewer district, you’re paying on like a quarterly basis 
or whatever. There’s no levy for that, it’s for use; right?  
 
SCOZZAFAVA: That’s O and M. In my water districts we have ad valorem which means that the 
debt service is paid by levy. Sewer district is benefit which means your debt service is paid per 
property. So, but anything you levy taxes for that’s subject to the 2% cap.  
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GIORDANO: Right, right, so you’re saying that your water/sewer is based on an ad valorem as 
opposed to?  
 
SCOZZAFAVA: My sewer is benefit, my water, just the capital portion is ad valorem.  
 
GIORDANO: And they’re not subject to 2%?  
 
SCOZZAFAVA: Water is.  
 
GILLILLAND: Water is. 
 
SCOZZAFAVA: Just as his fire district is, but my sewer is not. Although they tried to tell me that 
it was, but I went down that road with them last year with the sewer.  
 
PALMER: That’s all. anybody else on some of the other things that under there? Is there 
interest? I know, Mayor Randall, I know that the, your accountant is definitely interested in the IT 
services.  
 
RANDALL: Right in the middle of it.  
 
PALMER: Yeah 
 
RANDALL: Very positive developments, I don’t think any, not speaking for the towns, but I don’t 
think any in Essex County wouldn’t support it.  
 
PALMER: Yeah, the, that’s kind of why we did include that. We do understand that we are 
addressing a lot of the IT needs as best we can, but we do need some kind of a formalized plan 
that would provide for a more robust coverage for the towns and villages.  
 
MCNALLY: This all goes back to the tax cap where they punish you, they punish you for using 
fund balance to lower taxes the next year even. If there’s a way that you could apply some of 
this extra fund balance from one year to the next, start your basic point where it was the 
previous year it would be fine. That’s what happens right now, my fund balance for the town is 
getting quite sizable and it would be great to give that back to the people this year, but the 
problem with it is, if I give it back to them this year, I’m going to be in bad trouble next year with 
my budget when I don’t have that money to buy it down.  
 
JACKSON: You were dependent on it.  
 
MCNALLY: Well, if you take a $2 million budget and you have fund balance that you could apply 
$500,000.00 to this year, it would be great. You would have a $1.5 million levy, but the problem 
is if you don’t have that money next year, you’re going to have a 10-12% in your budget. So, it 
really ties your hands.  
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PALMER: The years of giving people a one-time tax break or a one year tax break are gone, 
simply because of the cap language. If you do that you set yourself up for disaster. Now, I will 
say this and my suggestion for anybody that’s starting to develop fund balances, develop a 
capital project that you can put those excess funds into a capital project designated for a certain 
purposes which does keep it out of the levy.  
So, that’s, I don’t know if there’s any more discussion or, I will try, as best I possibly can over 
the next week, Charli are you listening? To put together what these numbers would actually look 
like and Anna, I got numbers from you guys too, as it relates to all 5 of these proposals. I have 
to define by the 17th what it is that those savings would look like in terms of those proposals.  
 
GIORDANO: Are there a minimum number of us that need to be present for the 17th?  
 
PALMER: We are required to have a quorum. If I don’t have on the 17th a quorum… 
 
GIORDANO: A quorum of?  
 
PALMER: Well, of the panel.  
 
GIORDANO: A panel consisting of how many?  
 
PALMER: Right now the panel is 19.  
 
GIORDANO: 19 
 
PALMER: And there is no language in terms of, in other words, there’s no weighted vote for that 
panel vote. That panel vote is strictly based on majority of the panel members. So, but the other 
problem with not having somebody available for the 17th meeting is that I don’t have a yes or a 
no, I have a you didn’t show up. Now, what does that mean? I’ve got to hold a public hearing 
and say, I got this many members that didn’t show up, sorry. But again, I would assume it 
counts the same way it does with a regular board meeting, if you’re not here, it’s a no. In terms 
of whether the particular proposal passes or not is going to be passed upon yes votes so to 
speak. So, if I have absents they will in fact turn out to be noes, because they’re not affirmative, 
so to speak.  
 
MORROW: Is it weighted vote or one vote per supervisor?  
 
PALMER: One vote, one member.  
 
MCNALLY: It is very nice to see your excitement with this Dan.  
 
PALMER: I am so thrilled. I’ve got to tell you, I talked to this Department of State people, they 
call me all the time about what I should be doing and it’s like, okay, wait a minute. I’m not sure I 
have the time.  
Unless there is anything else, we’re done.  
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MORROW: You can tell them to call me, because I’ve told them where to go before.  
 
JACKSON: And you’ll do it again.  
 
MORROW: Oh yeah, no problem.  
 
MONTY: Can Judy send out a reminder of those dates to us again?  
 
PALMER: The Public Hearing dates?  
 
MONTY: Yes 
 
GARRISON: I can 
 
MONTY: Thank you Judy.  
 
PALMER: Alright, I think we’re adjourned. Thank you guys.  
 
 
AS THERE WAS NO FURTHER BUSINESS TO COME BEFORE THIS SHARED SERVICES 
PANEL, IT WAS ADJOURNED AT 12:25 PM 
 
Respectively Submitted,  
 
 
 
Judith Garrison, Clerk 
Board of Supervisors  


