
 ORGANIZATIONAL OPTIMIZATION TASK FORCE 
Monday, February 10, 2020 - 11:00 AM 

 
 
Jim Monty and Stephanie DeZalia, Co-Chairpersons 
 
 
Co-Chairperson Monty called this Organizational Optimization Task Force to order at 11:20 am 
with the following Supervisors in attendance: Robin DeLoria, Stephanie DeZalia, Roy Holzer, Noel 
Merrihew, James Monty, Jay Rand, Tom Scozzafava, Jeffrey Subra, Ike Tyler and Davina 
Winemiller. Shaun Gillilland had been previously excused.  

 
Department Heads present: Daniel Palmer and Mike Mascarenas.  
 
Deputies present: Dina Garvey  
 
MONTY: We’ll call this Organizational Optimization Task Force, this is something Shaun has 
charged Stephanie and I on organizing and this is our initial meeting and Shaun kind of threw 
somethings at me and I threw somethings back about a mission statement. Basically, the mission 
of the Organizational Optimization Task Force is to study and review organization structure within 
the Departments that are now being run, are they being run effective and efficiently? Our mission 
is to ensure that we are protecting and spending our taxpayers’ dollars as efficiently as possible 
and still serving the needs of Essex County to the best of our abilities.  
So, I wrote down a few things that Shaun and I had discussion about. He wants us to look at 
Departments, pick out a few Departments to begin with to see if they’re running as effective and 
efficiently as they possibly can. Are there areas where we could move duties to another 
department that might be better suited for that? Is there a, not replacement plan 
 
MASCARENAS: Secession plan  
 
MONTY: A secession plan in these departments? Some of the ones that we just threw out were 
Emergency Services, Sheriff’s Office, Weights and Measures, Health and Safety, Mental Health, 
Public Health, to begin with, you know some of these areas. How are they organized? How are 
they structured? Is there a better way for them to do business? Not that we’re trying to 
micromanage them, but try to look at they to see if there is something that they can do differently; 
which would possibly include moving certain functions to different departments. Is the supervision 
effective and in compliance with County policies? Can we move the function to another 
department to be more effective? And salaries, are they commensurate at the levels that they 
need to be and stuff? 
And something that he said is not going to be an overnight thing, but he wants us to look at it, 
long range. He’d like us to have something in place by budget time, that initial plans and changes, 
that we think need to be.  
A couple of thoughts, that I have, by all means Stephanie, please chime in, is to have, since there 
are so many of us, have us look, a couple of guys look or ladies, look at one department, look at 
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another, you know so we aren’t all needing to, to study those areas and sit down with the 
Department Heads and just ensure them we’re not trying to micromanage, you know their 
departments are their departments, but we want to make sure that we’re being effective in what 
we’re doing.  
 
DEZALIA: Right, once we, I guess decide which departments we’re going to look at first, we’re 
going to have a report back, maybe we should develop, like say two people are working on each 
department, develop the same set of questions that you’re going to do with each department. So, 
it’s consistent reporting with each department. So, I think we should come up with that first before 
we start doing that.  
 
MONTY: Yup 
 
DEZALIA: And then I know these are samples… 
 
MONTY: These are just samples.  
 
DEZALIA: So, we probably should look at where we think there might be a need to look at this, 
first and foremost and start with them.  
 
MONTY: Right 
 
HOLZER: Quick question, do we have like a list of, like in the departments that you identified, do 
we have a list of people that are getting close to retirement or senior staff? Because that would 
be a great way to address this then, because then you could get some very candid discussion 
going with someone that let’s say is retiring at the end of the year. You could say how would you 
run this better, you know? Or a long term employee that’s been with us, doesn’t necessarily have 
to be in a supervisory position, but if we have some long-term employees, even just clerks, that 
we could have some nice visits with and say, okay, you’re leaving, but how would you run this if 
you were in charge? Just to identify people that are retiring to see, because this is all about 
consolidation of services and saving taxpayers’ money; correct?  
 
MONTY: Yes 
 
HOLZER: So, that would be in my opinion useful to the committee, just seeing who’s up for 
retirement in the next couple of years.  
 
MONTY: I think that would go hand and hand a little with what Stephanie was saying, that just for 
argument sake, Tom and Davina are looking at one, they go in there with our group of questions 
and that would be one of the areas to look at.  
 
DEZALIA: Right and I agree with Roy that maybe the answers, maybe not be best from the 
Department Head always.  
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MONTY: Absolutely 
 
DEZALIA: It has to also come from who’s in the department.  
 
MONTY: Any it’s been my experience that when you include people in the decision making it goes 
easier when you want to make changes, instead of going in and saying this what you’re going to 
do, tell me what you want us to do.  
 
WINEMILLER: One of the things that I was thinking about, goes right along with what Roy was 
saying, but not necessarily retiring, just people that work there, because no one knows their 
department better than the person doing the actual work. Not to say that you’re not doing work, 
I’m not saying Department Heads don’t do work.  
 
MASCARENAS: Understood 
 
WINEMILLER: I’m saying boots on the ground, those are the people who know what needs to be 
done, what needs to happen, they’re the ones making it happen and what can we do to help them 
do their job more efficiently.  
 
SCOZZAFAVA: That’s been tried. The problem is that employees are sometimes fearful or 
reluctant to give their true assessment of the department in how they feel it can be better run. So, 
it’s difficult to get the employee to really say those things. We do offer, I was talking to Dan about 
it, we offer the opportunity when an employee gets done for exit interviews and you know it doesn’t 
seem like we have them that often anymore. But, I understand what you’re saying, but I just know 
that a couple of departments where that’s been tried and employees are geez, I’m not going to 
put my job on the line or put myself in a corner with my boss.  
 
WINEMILLER: For some reason though, everybody complains to me about everything, so if you 
send me in there, I guarantee I’ll get some answers, because I hear it from everybody.  
 
MONTY: There’s a fine line there, because then you’re going to get the employee that just 
because the supervisor made them do something that, well it’s always been done this other way, 
well it doesn’t mean that other way was right and you speak to that employee and you’re going to 
hear nothing good, it’s a very fine line.  
 
WINEMILLER: Right, sure, absolutely, but it’s okay to gather that data, but you can make an 
assessment of what’s going on, what’s real, you know, I believe. But you’re right in that.  
 
DELORIA: I think when we get this underway I think you need to start with the Department Heads, 
because they’re the ones, you say boots on the ground, I understand that, well I live by this 
expression that says, comprehension is not a requisite for cooperation and I run into it all the time. 
People don’t often understand that this is how it’s got to be, but they need to cooperate with that. 
But, again I would push towards the Department Heads when you do start this.  
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MONTY: Absolutely 
 
DELORIA: And if there’s a red flag and we all know they exist out there then we’ll fix it forward 
from there and that’s just a suggestion that I have.  
 
MASCARENAS: The thing, it all depends on the department, too, I think Mr. Palmer would 
probably agree with me. You have some that are multi-faceted. You know you have small 
departments that really do the same line of work and they can give you that idea, but if you look 
at, like my department is a really good example of that. I’ve got Child Protective, I’ve got 
Preventative, I’ve got Medicaid, I’ve got TANF, I can go on and on. Depending on what employee 
you talk to, you’re going to hear that approach within their unit that’s not necessarily representative 
of the organization as a whole, because they all have different jobs, they all have different things 
they’re doing on a daily basis, right now to accounting. Public Health is much like that, where you 
have WIC and you have the CHHA, so if you talk to a CHHA nurse, she might be able to give you 
an idea about CHHA, but she’s not going to be able to tell you about WIC or Preventative Services 
or those other types of things.  
 
WINEMILLER: Sure, sure, I just think that employees in general, you know people who care, and 
I think in our County, in our area we’re so blessed, because we really do, I mean yes there’s a 
few bad apples, we’ve all had them, but for the most part, our folks, you know they work and they 
care and I think that in order for us to make the best change we have to hear all the ideas.  
 
DELORIA: In retrospect they may not come to you for whatever reason, because you represent, 
well he won’t listen to me anyway, but we may find that they’re going to recommend stuff to us 
that we would in turn take to you and you say, I wish they would have come to me; you see what 
I am saying? So, I think it’s a team effort and it can probably through.  
 
MASCARENAS: And I think your first start is mandated versus non-mandated. So, you have 
services that are mandated by law and there’s certain services that you can’t do really anything 
with in terms of their operations and how that works. The ones that you have listed here, I don’t 
believe fall into that.  
 
MONTY: Those were just suggestions.  
 
SCOZZAFAVA: Yeah, when Shaun first presented this and I did have some discussions with him. 
I was a little surprised because you know we have and I hate to keep pounding on how long I’ve 
been around for, you know we have an excellent County Manager that oversees the day to day 
operations, you know I don’t always agree with him, but he does a good job and is on top of things.  
 
DELORIA: I never disagree with him.  
 
SCOZZAFAVA: I don’t, so I’m not really sure where we’re trying to be at the end of the day with 
this. Years ago we did consolidate a number of departments out here.  
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MONTY: It’s not necessarily looking to consolidate.  
 
SCOZZAFAVA: I do have questions on some Departments as to, I think can use a little more 
direction, you know that being EMS. I think Planning is coming to the point where they’re 
overwhelmed.  
 
WINEMILLER: They need help.  
 
SCOZZAFAVA: They really do. So, I can see some good coming out of this, but I would like to 
hear our County Manager’s position on this.  
 
PALMER: Well again, this is not a lot different than what we do normally, anyways. When we 
have a Department Head position open, you know we have since I’ve been here, since 2008 
we’ve always said, okay let’s look at how this can be done? Do we need to hire another 
department head or can we do something different? We always kind of go through that exercise. 
You know one time we looked at moving Aging into Public Health, we kind of did that and truthfully, 
Krissy just turned out to be very effective as the Aging Director by herself, so it wasn’t something 
necessary, so I pulled that one back. 
You know we have changed Community Resources, at one time it was the Planning Department 
that I felt was not effective for the County as a whole, so we reorganized and changed that. 
I think that really, you know I think if you’re going to look at this list right now, the two that really 
standout is Emergency Services and Weights and Measures. Why are they standing out? 
Because, Donnie has indicated that he may be getting done. Additionally, Wayne has indicated 
that as of August, he’s done. So, you know those are two specific Departments that you’re going 
to make changes, probably to, either as a new department head or you’re going to reorganize 
them into something else.  
One of the things that typically, lots of people will say to me when we interview for department 
head positions, they say why don’t you have the previous department head sit in on the 
interviews? Well, I specifically don’t, because you have somebody apply within the department 
the last thing they’re going to do is sit in front of the department head leaving and say I don’t think 
this worked right; you know? So, you cut off any information that you’re going to get by doing that. 
So, we do specifically say to leaving department heads, no, we’re not going to have you sit in. If 
we have a department head that’s, you know a smaller department and it doesn’t matter than we 
do ask them to. But, I do think there is, in my view those two are going to get looked at one way 
or another, Emergency Services and Weights and Measures.  
Public Health runs pretty well, you know they’ve been pretty successful. Mental Health is new, I 
think in terms of the Department Head and there’s some changes that are going on there that are 
different than what was previously done and I think some of those are good directions, but I do 
see dollars attached to that. You expand services, you expand what it costs you to run the 
department. So, I think it isn’t just, you know for me it always comes down to how do you make 
this work more efficiently at a lower cost is what should drive your decisions.  
No, I think this is a good start. I think we can, you know for this purpose I think you would start 
with those two.  
 



ORGANIZATIONAL OPTIMIZATION TASK FORCE  
Monday, February 10, 2020  6 
 
DELORIA: Is there a webpage or anything, do we have just one document that lists all of our 
departments?  
 
PALMER: You know what we have and here’s what I think we should do and Mike and I’ll work 
on this. Every Department is required when they file their budgets with us, to file an organizational 
chart. The chart lists positions, we’ll pull those organizational charts, we’ll stick in names, as to 
who’s there, how many years of service they have. So, that will give you a good sense of where 
that Department looks like in terms of retirement coming up and people leaving.  
 
DELORIA: The food chain is, where it starts, Mike at the top, naturally.  
 
MONTY: And I think Shaun’s reason for including Dan and Mike is just because of this. We’re not 
looking to tell them what to do, we’re just looking at coming up with more eyes looking at a situation 
might see something a little differently and those departments, we’re just, instead of listing all of 
them.  
 
PALMER: No, that’s fine.  
 
MONTY: Those were just some that popped up.  
 
TYLER: I just noticed here on the list, there’s no Department Heads that are public officials, you 
know Treasurer’s or County Clerk. Would those Departments be looked at, too?  
 
MONTY: Well, absolutely, absolutely.  
 
PALMER: Well, they’ll be looked at, but you know, again.  
 
SCOZZAFAVA: They’re statutory, you know we’re limited as to what we can do with those offices.  
 
MONTY: The only thing we have control of is their funding, basically.  
 
SCOZZAFAVA: Yup 
 
PALMER: You just saw an exercise in that this morning.  
 
MONTY: Yes, yes we did. But, we can look at that group and see if they are following county 
policies, because even though they are an elected official, they cannot against county policy.  
 
PALMER: Right, they still have an obligation.  
 
DEZALIA: And is it being run efficiently?  
 
MONTY: Exactly and then we can, only thing we can do is call them in and say, hey, maybe you 
should look at this and be a little bit more, but it’s not up to us, because it’s his department, but if 
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he’s violating policies then we can come down on that.  
 
MASCARENAS: Yeah 
 
MONTY: I believe, am I correct, Dan?  
 
PALMER: Yeah 
 
DELORIA: Dan, is there a difference between appointed Department Heads and then just Civil 
Service appointees where they have to take a test to qualify?  
 
PALMER: There is to some extent. You actually have some Department Heads that are Civil 
Service tested. Emergency Services is an example. That’s a competitive class test. You can’t hold 
that position unless you passed a Civil Service test and scored in the top three. I think there’s, 
Mike… 
 
MASCARENAS: Probation 
 
PALMER: Probation is another one.  
 
DELORIA: Can you asterisk that on the chart?  
 
PALMER: Yup, we can, we can identify the ones.  
 
DELORIA: And then we know this is hands off.  
 
PALMER: Right, some of them are Civil Service tested and you have to choose from a list. Most 
of them are in the non-competitive class, are subject to the approval of the Board and the Board 
chooses who they feel is qualified to hold those positions.  
 
WINEMILLER: I just had two things; I think that Jim Dougan is doing an excellent job with DPW, 
but I do think that there is a lot of areas there that we should really take a look at. The 
overwhelming issues being the equipment, you know that has been kind of wayside and see if 
there is anything that we can do to help him in that respect.  
And the other thing that I wanted to touch on was what Mike said about services provided by law, 
as opposed to services that we provide on our own and so one of the questions that I have in that 
respect is; are we doing enough on our own that helps alleviate the costs for the by law? Do you 
know I’m trying to say?  
 
MASCARENAS: I do know what you’re trying to say, absolutely.  
 
WINEMILLER: Okay, so that’s something that I would like to look at personally. I think that that 
would be helpful to us, if we spend a little bit on the upfront are we saving a bunch on the backside, 
I guess?  
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MONTY: So, I guess maybe we should come up with a list of tasks for our next meeting. What 
departments, for argument sake, why don’t we pair Stephanie and Tom up together; okay? Is 
there something that you two want to look at?  
 
DEZALIA: Department?  
 
MONTY: Yeah 
 
SCOZZAFAVA: You want us to pick our own department?  
 
MONTY: Why not?  
 
MASCARENAS: Is there information, we did salary surveys, it’s a little dated now, I mean that 
seems to be one of the things on here. I mean is there informational items that you would like 
prior to?  
 
PALMER: Like I said, we can pull the organizational charts, we can pull some salary information 
as it relates to other counties and how they’re paid in comparison to how our guys are paid.  
 
MASCARENAS: There are some pretty good succession plans that exist in the County, do you 
want to see templates of those?  
 
WINEMILLER: Yes 
 
MASCARENAS: See if we can get other departments to start filling in those blanks? I mean, I 
guess what are you looking at for a group? What type of data do you want and we can start pulling 
that, I think, first?  
 
MERRIHEW: What I think would be helpful for especially the newer ones, if the Department Heads 
can give you a perspective, four years ago, where we are now. The referrals that were 
outstanding, Dan knows this, you know with Mental Health and Probation and all this, where we 
had to dance, because we had so many people, they alleviated a lot of those numbers.   
 
SCOZZAFAVA: Yeah, right.  
 
MERRIHEW: So, I think it would be important to have that perspective to say where were we? 
Where are we today? Certainly there’s room for improvement, but let’s recognize the 
implementations that you’ve all had a part of to make these agencies more efficient and 
absolutely, Tom will say that we just don’t get the calls that we used to get from the hospitals and 
where the hell are we going to put so and so, you’re Public Health Department hasn’t done this 
and this and we were on a regular basis playing with that and they’ve really done a great job, 
especially Mental Health.  
 
WINEMILLER: They have, yeah.  
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TYLER: I think to do that you have to formalize a game plan before you start choosing what 
departments.  
 
WINEMILLER: Right 
 
MONTY: I just ran that through my head, I think we need to come up with our list of questions, 
what our goals are and then step forward from that. So, why don’t, as a task, the group come up 
with this, email them to myself and Steph and we’ll put them together and we’ll meet after Ways 
and Means at the end of the month.  
 
SCOZZAFAVA: I think Dan’s suggestion, if you can, he’s going to do this regardless, but is to, 
you know Donnie’s department and Weights and Measures to see if they can fit somewhere.  
 
MONTY: I think that’s where, ultimately we’re looking. I mean realistically the 911 data collectors, 
they’re a waste down at EMS. They should be somewhere at Real Property where everyone, they 
could be working out of there, they could work EMS, but they could also be doing data collecting 
for DPW on bridges and culverts and stuff.  
 
WINEMILLER: Yes 
 
DELORIA: Yeah 
 
MONTY: So, are we using them effectively?  
 
PALMER: Yeah, there’s some leveraging.  
 
MONTY: There’s areas like that, this will give us an opportunity in two weeks to be processing 
these things, think about where we want to go, but in the same token come up with that list of 
questions that we need so that we’re all on the same page when you go in to speak to somebody.  
 
DELORIA: So, is that a separate department than 911? 
 
PALMER: No, they work for Emergency Services.  
 
MONTY: They work under Donnie.  
 
PALMER: Under Emergency Services.  
 
DELORIA: So, we would need to know what various groups are under Donnie’s group. So, we 
need the charts.  
 
MONTY: Which you’ll get.  
 
DELORIA: Before we can really put anything together upstairs here.  
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PALMER: Yes 
 
MONTY: And then we can figure out what direction to go.  
 
DELORIA: I like that, it makes sense to me, because on several occasions when we’re dealing 
with real property situations in Newcomb with the assessors’ office that there’s just so much 
missing that we know that’s been collected from the 911 data collectors and how do we get that 
together.  
 
WINEMILLER: Right 
 
DELORIA: So, interesting topic.  
 
MASCARENAS: And I think continuity on how that information is collected.  
 
DELORIA: And how it is disseminated, yup. Your code enforcement officers should be turning 
building permits once they’ve done COC, certificate of compliance to the assessor, so it can be 
put on the roll and that often doesn’t happen.  
 
WINEMILLER: Yes 
 
DELORIA: We need the charts so we can understand.  
 
WINEMILLER: I just have one thing and you guys hit on it, hit the nail on the head, recently I 
contacted Real Property Tax Services, I wanted a hydrant map. Now, we have it hanging in the 
water treatment plant building. The fire department wanted a copy of it. So, I called Real Property 
and said, hey, can I get another copy of this hydrant map? We don’t have a hydrant map. It says 
Essex County Real Property right on the bottom and so they researched it, well we think maybe 
DPW has that, let me call you back, no they don’t have it. It doesn’t exist anymore and yet we 
have a copy of the map.  
 
MASCARENAS: Did AES do it for you?  
 
SCOZZAFAVA: Yeah, how did you, GIS?  
 
WINEMILLER: No, it says Essex County Real Property.  
 
MASCARENAS: If they had your files, they had your files when they did your sewer plant.  
 
WINEMILLER: No, this is something entirely different. This is not our sewer, it’s our water, it’s a 
hydrant map and the map is old, it’s from probably the early ‘90’s, but it doesn’t exist in Essex 
County anymore.  
 
PALMER: That’s because Barry Miller used to keep, he kept the GIS stuff entirely to himself. 
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When Barry Miller walked out the door he walked out the door with all the GIS information.  
 
WINEMILLER: Well, how does that happen?  
 
PALMER: He quit. It’s pretty hard to make him talk if he doesn’t want to.  
 
WINEMILLER: Well, I don’t understand, if that is information that belonged to the County, do you 
know what I am saying Dan? I don’t understand.  
 
PALMER: Truthfully I don’t understand it either, but again.  
 
DEZALIA: Davina, can you take that out of the frame that it’s in?  
 
WINEMILLER: Well, I could.  
 
DEZALIA: Because, you can get a copy at the County Clerk’s office.  
 
WINEMILLER: We determined that we had, yes, I know absolutely, but we did add some new 
hydrants and stuff and after talking to, I want to say Andy, I don’t know if that’s right, he and I 
discussed it and I’m going to go ahead and get GPS locations.  
 
MONTY: If you have a map you can bring it to DPW and they can scan it and send it right to you.  
 
WINEMILLER: Yeah, right, yes, we’re going to, he and I discussed it and I’m going to go around 
and get GPS locations on all the hydrants, so they’re exact and he’s going to make a new map 
for me. So, it’s fine, but regardless that’s just one example and Dan I think you hit it, why did we 
lose all the information when that man left?  
 
PALMER: It was BD though, before Dan.  
 
MONTY: To conclude today, Dan and Mike are going to come up with our organizational maps, 
we’re going to come up with a list of questions.  
 
PALMER: Yeah, that would be helpful.  
 
MONTY: A list of questions that we want to ask and we’re going to shuffle them through Stephanie 
and myself, because I am quite sure that some of the questions are going to identical and then 
we will get together at the end of Ways and Means and sit down and put out the task list to 
everybody and be thinking if there is something you’re specifically wanting to do.  
 
PALMER: I think at some point you would want to have this Committee, interview Department 
Heads individually.  
 
MONTY: Yeah, absolutely.  
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PALMER: Say okay, here’s what we’re wondering.  
 
MONTY: And before we start going poking around asking questions I think that’s initially what we 
need to do. You know I would feel horrible going behind Mike’s back not knowing, because I’m 
kind of a front door, in your face, kind of guy.  
 
DELORIA: Could those interviews be maybe, reduced to a questionnaire survey kind thing?  
To give them time to sit at home in the recliner to figure out how they’re going to answer.  
 
WINEMILLER: That’s a good idea.  
 
TYLER: They won’t have to put their name on it either.  
 
WINEMILLER: Survey for the Department Heads before they meet with us, Robin?  
 
DELORIA: I’m sorry.  
 
WINEMILLER: You’re saying survey for the Department Heads prior to them meeting with us?  
 
DELORIA: Well, not so much a survey, but we talked about interviewing them.  
 
WINEMILLER: Right 
 
DELORIA: So, I think you need to have some sort of a standard rubric so that they have time to 
understand what they’re coming in for.  
 
DEZALIA: Yeah, I think it should be something sent to them ahead, saying what our mission is, 
what we’re working to do.  
 
DELORIA: Multiple choice.  
 
MONTY: And here are some of our thoughts, we’ll be in in a week to sit down and talk to you. 
Some Departments we may need more than a week to talk to.  
 
SCOZZAFAVA: You don’t want to throw them into defensive mode.  
 
MONTY: You want to make sure that when we reach out that we were saying that we’re not 
looking to come in and micromanage, we’re trying to make your job easier. How can we help 
make your job easier?  
 
WINEMILLER: Help us, help you.  
 
DELORIA: But, the mission, too. They should understand what the mission is. We’re not picking 
on them, it’s just the overall concept.  
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MONTY: It’s like Shaun said, eventually we look at every Department. We just don’t want to come 
out specifically looking here, we’re looking at everyone.  
 
DELORIA: Nobody is being targeted.  
 
MONTY: Nobody’s being targeted. That’s why we left Mike out of it, so he’d help us.  
Anything else? Thank you and we’ll be in touch.  
 
 
 
 

AS THERE WAS NO FURTHER BUSINESS TO COME BEFORE THIS 
ORGANIZATIONAL OPTIMIZATION TASK FORCE IT WAS ADJOURNED AT 11:48 AM. 
 
 
Respectfully submitted, 
 
 
 
Dina Garvey, Deputy 
Clerk of the Board 
 
 
 
PLEASE NOTE THAT THE NEXT ORGANIZATIONAL OPTIMIZATION TASK FORCE WILL 
BE HELD ON MONDAY, MARCH 2ND, AT 11:00 AM, FOLLOWING THE REGULAR BOARD 
MEETING.  


