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Chairman Rand called this task force to order at am with the following in attendance: Steve 
McNally, Jay Rand, Wendy Sayward, Chelsea Merrihew, Jen Mascarenas and Jim Monty. Joe 
Giordano had been previously excused. Linda Beers and Tom Scozzafava were absent. 
 
Also present: Dan Palmer, Dina Garvey, Terri Morse and Mike Mascarenas.  
 
News Media present: Tim Rowland  
 
RAND: I’ll call the Retention and Recruitment Commission together here and I sent out an email 
that kind of had a rough agenda on it. Some of the things that we’ve been talking about and one 
exciting new proposal, if I might call it that, from Mike Mascarenas was succession planning and 
a strategy and I think that was an excellent idea. So, we don’t want to keep Mike here, I’ll have 
him just go over this quickly. First of all, I’d just like to say, too, I’m making every effort to try and 
visit each department. I know it’s going to take a little while, but I appreciate all the feedback, also 
that we got from the note that you sent out, Jen. I think that’s very helpful really to take a look 
individually at each department and really get into the meat of what is needed, but at the same 
time continue to work on some of the other things that we’ve identified. But, I’m going to jump 
ahead and give Mike the floor for a few minutes.  
 
MASCARENAS, MIKE: Thank you, guys what I handed out to you is kind of a template that I put 
together quickly, Jay and Joe Giordano asked to meet with me last week, because I’ve done 
succession planning a few years back, looking at our workforce extensively. So, that’s what I’ve 
done here for you and it maybe a little bit confusing, because my style’s a little different than 
others. Remember I was a planner by task there, a few years ago.  
So, in the handout I gave you, if you look at the goal, it’s simply succession planning. The strategy 
is in blue, the task is in orange and the outcome’s in green. I stopped after the first one, basically 
what I think people would need to pay attention to are the orange. So, I tried to do a template 
where it would make it very easy for all our departments to go through and just answer those 
questions. If they could answer those questions, they would have a really good document in front 
of them that would explain, you know, what’s the age of my workforce? What are the biggest 
areas that I have to worry about over the next five years? How many years have they worked 
here? What are the titles? What are the criteria for those titles? You know all those types of things 
that we need to be on top of when we’re considering staffing. My department’s larger, so it’s a 
little more difficult, so you can see for instance in the very first task, is review current personnel. 
What do I need to do to do that and what was the outcome? And then I have to determine 
workforce data, so you can see in my highest turnover position then was casework, still is, but 
38% of my workforce back in 2018 was likely to retire in 5 years. Well, guess what? That’s here 
and that’s hammering me now, right? That’s part of the problem I’m experiencing. Covid expedited 
that just a little bit and pushed people out of the workforce a little bit quicker than even I 
anticipated, but that’s the problem. So, then I broke it up into each category.  
I do have a completed plan that any of you are welcome to take and look at that would go along 
with this. What you chose to do is really on you, but I think if you can answer these basic questions 
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in orange that go down through you have a really good document in front of you and I am certainly 
willing to help anybody do that. If Dan think we need to do a workshop at the department head 
meeting, we can do that and work with them, but I think this comes from me. We know what the 
problem is, but I feel like we’re struggling to define the problem; right? So, we have all these ideas 
on what we need to do to retain individuals, but that definition of what that problem is even to 
begin with as kind of been lacking; right? Where are those areas? We kind of know, but let’s prove 
it. Let’s put that into it, let’s see where we’re struggling, because I know other departments aren’t 
struggling at all. So, maybe they’re doing something right. So, we can also use that information 
to say what are you doing that I’m not doing, so on and so forth. So, I think that it would be a good 
exercise, I think it’s something that needs to happen and I’m happy to help with anything you guys 
want. Any questions on it, it’s confusing, I understand?  
 
RAND: I think it’s pretty straightforward. I actually really like it and I think it would help me, 
certainly, get a better idea of what the problems are within each department and my thoughts 
would be, we send this out to each department and have them respond to it. Is that basically what 
you would, how you would do it?  
 
MASCARENAS, MIKE: Yeah, I think we can do that and we have a department head meeting 
that’s been underway once a month, if people have problems we can work with them on that. We 
could, I don’t mind going to their departments and working through them quickly. Again, if I show 
you the plan that accompanied this it would make a lot of sense. How I take it from a planning 
stage to a completed document that is then a working document, because to me, I am in the 
middle of updating all this right now, a document is only as good as its ability to be working; right? 
So, you take a document and make a report and throw it back up on a shelf and you don’t look at 
for the next ten years, it wasn’t any good. So, this is meant to be something that you can revisit, 
very quickly, annually, once you have that standard information available. One thing I do in there 
is I work with Jen’s department on the testing, because one thing I was noticing was I wasn’t in 
the know on, I have probably 20 job titles in my department, well, how many people are on this 
list? When was the test last given? When does the test expire? When do I need to order one? Did 
I order one? Yup, I did, now I’ve got it. So, for me it’s evolved into other areas, but it’s allowing 
me to be way more organized in my approach and not just say, I need this and go and say, Jen, 
I need this and she says we have no list and we haven’t ordered a test in four years. So, I think 
we, it just allows us to be a little more organized in how we approach this.  
 
MONTY: Thank you, I think it’s a great idea, Mike. I think we can sit and talk generalities on what 
we need to do, you know, we know daycare, we know that’s an issue, that covers all the 
departments, but each department has specific needs, specific things that are going to entice 
people to stay there, you know, promotional opportunities. So, I think really if we’re going to get 
to the crucks of the issue we need to hear from every department on what that department needs. 
What do you need? How are you going, what these people want? How are we going to fill those 
jobs? Also, inclusive, daycare, some of these other issues that fall under everybody’s umbrella 
and I think Mike’s plan will give us that definition. I think it’s a great idea, because Mike sent me 
his plan and I can see how it correlates with this.  
 
RAND: What do you think for time? How much time should we give each department to complete 
this?  
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MASCARENAS, MIKE: I think your smaller departments could probably complete it rather quickly. 
They may only have a couple of titles. I can tell you like Community Resources hasn’t had 
anybody leave since I left, I think. OFA rarely has a job opening. So, those departments can do it 
quickly. It can it being tough for Jim Dougan, because he’s going to have a lot more work in it. I 
can see it being tough for Terri, she’s going to have a lot more work in it. Public Health’s going to 
have a lot more work it. So, some of those larger, the jail is another one that’s a larger department. 
So, I don’t know it all depends on their skill set, too; right? People that aren’t used to doing this 
kind of work might struggle with it a little bit, understandable. I mean I would say a couple of 
months would be fair.  
 
PALMER: Yeah, I would think so. I mean right now I have to have them concentrate on budget 
right now. I got to get a budget in by September 11th, so probably a couple of months.  
 
RAND: Okay, we’ll set a date, a target date, at least and get this out and I would just like to thank 
Dan for getting that note out requesting information from each department. I’ve had some really 
good responses, not a lot yet, but certainly it kind of sets the tone for what, how each person sees 
things and most are fairly consistent, but there are differences, as well. So, I think this will be one 
form that we can put all that information on and evaluate it and go from there.  
Terri, I’d also like to welcome you to the Committee. Terri is a new member of our committee.  
 
MORSE: Thank you for letting me join.  
 
RAND: You’re very welcome. We can use all the input and help that we can get with this and 
we’re not alone. I’ve sent out some other information or articles that once in a while I get that just 
backs up what we’re doing. It’s definitely a major problem nationwide. I really appreciate, Mike 
you taking the time. I know you’re a busy guy and I enjoyed meeting with you.  
 
MASCARENAS: Thank you so much, again, any problems, any questions, give me a buzz and 
we’ll send something out. Does anybody think, I mean you guys didn’t say much, do you feel think 
it’s a worthwhile exercise for the departments to actually start defining where our problem areas 
are so they can be better?  
 
MCNALLY: I think there are positions in the County that are going to very difficult, like I think you 
have some in your department, but I think that the retirement piece should be looked at very 
closely, because you can really, if you go to a department and you can see that you have four 
employees that are 60 years old and have 29 years, there’s a pretty good chance that they are 
going to retire and that’s something that you have a better chance of pinning down than a younger 
person leaving for better opportunities.  
 
RAND: So, we’ve certainly got some issues to confront.  
Also, I had a meeting set up with Joe Keegan to kind of follow up on NCCC issues, assistance, 
scholarship assistance through our county employees and internships, etc., but he had a Covid 
issue where I believe… 
 
PALMER: He’s under quarantine.  
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RAND: Under quarantine, so we had to delay that a little bit, but that’s something I have on the 
schedule and so does Joe, to try and get together and discuss those issues.  
I also got a couple of other feedback items. Exit interviews, which I thought there were a lot of 
good questions, which I’ll share with you. I just got the returns, so, as soon as I get a chance I’ll 
try and send those out, too. So, I think, to me, that’s something that we should be doing, I know 
it’s very difficult at times for a person that’s exiting to feed all the information, comfortably. 
Everybody wants to leave on a good note for their next job, but that’s another thing that I’ve got 
on the agenda and some of the things that I just wanted to get an update on. One was, Jen, 
professional advertising, did you have any further contact with ROOST?  
 
MASCARENAS, JEN: We sent the information to Mary Jane and I haven’t heard back from her, 
yet.  
 
PALMER: I actually talked to Mary Jane. She’s going to look at doing some targeting advertising 
for, in particular, caseworker positions out of the Plattsburgh area. So, she was going to look at 
that. She’s going to get back to me. She’s going to make some phone calls and I said that, you 
know, we probably, you know we did put everything on Indeed; right? Everything is on? She asked 
if we had gotten any response from those.  
 
MASCARENAS, JEN: No 
 
PALMER: No yet.  
 
RAND: What was put on Indeed?  
 
PALMER: All the open positions.  
 
RAND: The open positions?  
 
PALMER: Yeah, so she’s going to come up with something, she’s going to make some phone 
calls to Clinton County and maybe target the Plattsburgh area for caseworkers and those types.  
 
RAND: Okay, and still you know we talked about ways to advertise all the assets that our county 
has, both internally and externally.  
 
PALMER: Yeah. 
 
RAND: So, I think we should continue that. I saw, I forget exactly, it was on the social media, it 
was an ad for assistance and I think that’s probably a good way to do it.  
 
PALMER: Yeah, Mary Jane said that as well, but you know a targeted, she can do targeted ads 
on Facebook for our positions.  
 
RAND: Yeah, okay. 
And then, let’s see, we had the daycare issue. Chelsea, did you have anything further?  
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MERRIHEW: I met with Dan and Wendy and we put together this survey that we’re going to be 
coming out with.  
 
PALMER: She gave you a copy with the questions.  
 
MERRIHEW: We talked about locations, as well, but there’s been a shortage in the last year and 
there’s not an awful lot available that would be suitable for a daycare, right now, outside of the 
school would be our best option.  
 
RAND: So, these, I haven’t had a chance really to review it.  
 
SAYWARD: Irrespective of, we made a list of, we thought questions, some kind of seem 
redundant, but we felt like it would at least give us a good base or what the needs are for the 
people in the County. So, we thought that we would send it out and like I said, if you do a survey 
monkey it will tabulate all the answers for us, so we can come back with a backup.  
 
RAND: Yeah, that’s great. Appreciate the time and effort on that. I think it will help.  
 
SAYWARD: I just wanted to bring this up, but actually we did up the survey to make sure that 
everything looks good with everybody and if it does then I’ll do up the survey and send it out.  
 
RAND: Great, what would you think the timeframe on that would be?  
 
SAYWARD: I can have it done by, I can send it out by next week, have it out by the beginning of 
next week and then I’m sure within that week everybody will answer, that is going to answer. So, 
probably by the next meeting we should be able to have data.  
 
RAND: Okay, great and Dan, I think you and Chelsea were going to try and talk about any other 
options for short term locations for daycare.  
 
PALMER: Well, honestly one of the things that we kind of talked about and we’re going to meet, 
we’re going through the school this afternoon. I don’t know and I guess that’s what we need to 
find out from them, whether they have space over there now that we could utilize, if we worked 
out some kind of an agreement with them. You know, maybe it’s possible to start daycare sooner 
than the actual sale of the property, might occur. You know obviously the school’s still got to build 
a building and it’s still got to get approved and the financing for it in a November election, but if 
they had extra space, maybe that’s something that we could work out in terms of either a lease 
or something like that.  
 
MERRIHEW: Prior to the merger, they did have two rooms that were used as private pre-schools. 
My daughter went to one.  
 
MONTY: They weren’t private, I think they were the universal.  
 
MERRIHEW: No, they were private.  
 
MONTY: Were they?  
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MERRIHEW: Yes. 
 
MONTY: Okay  
 
MERRIHEW: They were the Children’s Development Group out of Keeseville had one room and 
ACAP had one room and that was probably universal and so they were an organization that I 
think just leased out the room and could use the playgrounds and the gyms, but were separate 
and apart from the school.  
 
PALMER: Yeah 
 
MERRIHEW: So, it seems like with two schools now they should still have some space available.  
 
MONTY: I think you’re right, Chelsea. I think because two of the rooms went to Westport and 
they’re down there at the Westport School, I think they’re 4-5 through pre-K.  
But, I’ve been on the Board at ACAP for over 20 years, daycare’s always been an issue, 10 years 
ago ACAP purchased the building that used to be St. Joe’s and tried to open a daycare there. 
The ability to take, I think it was 21 kids, we were licensed for and after two years it had to close 
because, I mean we weren’t averaging 10 kids a day and couldn’t afford to keep running it.  
But, also Mike and myself and Alan Jones met a week ago?  
 
MASCARENAS, M: Probably 10 days.  
 
MONTY: Alan had been at a Community Action Conference in Jefferson County and Jefferson 
County and I believe it was St. Lawrence County are looking at getting federal funding through 
part of the recovery act to promote daycares, get licensed daycares. One of the biggest issues 
that I think everybody faces is the fact that most daycares are limited like 8:00 to 4:00. We’ve got 
to pick them up, their hours aren’t really conducive to work employees and one of the things that 
we found this year with our joint Boquet Valley summer program. Westport would have maybe 
17-20 kids and we would have 40. We averaged almost 80 kids a day and we had six towns that 
were bringing kids, two kids from as far away as West Chazy, that they were working in the area 
and they brought them to our summer program and the bigger thing was, we let them drop them 
off at 7:30 and we were there until 4:30, sometimes 5:00 and stuff. That timeframe fit better in 
work, so trying to get daycare where you can, you want to think as a parent, you want licensed 
daycare, you want the right people doing it. You don’t want your kids going somewhere where 
they’re not being probably supervised, at least I didn’t want my kids being there, but I also know 
that our kids couldn’t be dropped off before 8:00 and I had to pick them up at 3:00. It was just the 
way it was, fortunately I worked midnights, so it was easy for me to do. But I think daycare is going 
to help in our retention, tremendously, but we’ve got to find a way to get that daycare in workable 
hours.  
 
PALMER: Yup 
 
RAND: What would the hours be?  
 
MONTY: I would say 7:30 to 5:00.  
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SAYWARD: or 5:30 
 
MONTY: 7:30 to 5:30.  
 
MASCARENAS: I think, Mr. Palmer correct me if I’m wrong and then I’ll leave, I think or goal 
would be not even to necessarily run it at the County, but to provide the space and have somebody 
contract with us to run it. So, we could set those parameters in terms of a bid or however we 
wanted to set those types of things and then see what people would be willing to do and we could 
select the winning bidder, essentially, by the points that you set forth in your criteria. So, if 
somebody’s willing to do it a little longer for this amount, than you might award them more points 
because of it.  
 
MONTY: And maybe you’ll find the Children’s Development Center doing it. The do it in the Lewis 
School there, but those are usually for, most of the kids have issues, but they do have openings 
for a few other kids, because during school hours they’re open 7:30 to 5:00 and summer hours 
they’re not there. So, I think there are groups out there that would work for us.  
 
RAND: So, first thing we have to do, correct me if I’m wrong is make some arrangements with 
Boquet School?  
 
PALMER: Yeah, we obviously, we have to work out something anyways with the school, so that’s, 
I think would become part of that discussion.  
 
RAND: Okay, where would you suggest we go next with this then?  
 
PALMER: Well, I got to go to the school today. We’re going over for a walk through today at 1:00, 
so I would mention it to Josh at that point and find out whether they have space available or would 
be able to accommodate that need and then we would go from there, once we knew.  
 
RAND: So, this is one of that we’ll keep it on the front burner and I’ll give you a call during the 
week on it, too.  
 
PALMER: Okay 
 
RAND: Any other comments on it, right now?  
 
MORSE: I just think when we’re looking, something that need to be taken into consideration 
regarding childcare, is that can we, if a kid, if it’s a snow day and the parent still has to come to 
work and so there’s going to be an influx of grade school kids that need a place to go, is it going 
to be flexible enough to have a drop off of a one-day situation?  
 
SAYWARD: That is one of my questions on here. I know a lot of people, I have talked to a lot, a 
lot of people that have children in daycare and one big daycare issue that we have found with 
people that have daycare, but if their daycare is closed they have no backup care. So, that is one 
of the questions, the need for backup daycare. Also, I wanted to touch on, one of the questions 
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is the need for afterschool daycare and what town do you live in? So, that was one of our other 
questions.  
 
MONTY: Right now, there’s only two towns that have that afterschool program, with the State 
funding that ACAP ran, right now I believe it’s Westport and Moriah are the only two schools that 
have the afterschool program. But, when we were getting funded fully, Schroon Lake had it, 
Elizabethtown had it.  
 
SAYWARD: Willsboro did, it was amazing.  
 
MONTY: Willsboro had it, unfortunately the State saw it as being something that was good, so 
they cut the program. Actually, Westport is only partially funded, the people of Westport fund the 
rest of it.  
 
SAYWARD: Yeah, that was great.  
 
MONTY: It’s a great program, parents can leave their kids until 6:00, I don’t mean leave them, but 
you know.  
 
SAYWARD: Right, exactly. That was a great program.  
 
MONTY: I don’t know if we can influence the State in any way to look at funding more of those, 
that would really go a long way, because it’s just a great asset.  
 
PALMER: I do think the Democrats have planned more money for those kinds of items in that 
$3.4 trillion package that’s moving through. So, I don’t know where that ends up.  
 
MONTY: Well, what we’re seeing at ACAP while they’re providing more money, there’s more 
hoops to jump through to get the money.  
 
PALMER: Well, that’s always the way it is.  
 
MORSE: I’m glad to know that you’re talking to ACAP, because they have a lot of information 
about how challenging it is to provide.  
 
MONTY: Oh, absolutely, absolutely.  
 
MORSE: I think the other thing, too, is if we’re going to recruit people that are in a lower threshold 
of employment that if they have two kids and you don’t keep that childcare fund or that payment 
low then they’re going to do the math and be like, what am I working for, $2.00 an hour really 
when all is said is done and I don’t know if you have a private provider, whether they’re going to 
think more profit minded versus, I just don’t know. That’s the part that I struggle with.  
 
SAYWARD: Right 
 
MORSE: By not having it a County based service provider. I don’t know, I always thought about 
like, wow, couldn’t the prevention, no, the preventative unit within DSS actually utilize some of 
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those that are receiving services from them, as like an in vivo environment for people to learn how 
to parent, if they were donating time to the care center, so that they could learn and that was kind 
of my pie in the sky idea and I also thought that this would be kind of cool if we could, if we did 
have it at the County level that if somebody came to Mental Health that had children, they could 
drop them off for that hour session, you know get a voucher from us that says this person was in, 
so that they can bring them to daycare for that hour’s period of time.  
 
SAYWARD: Right 
 
RAND: Obviously, there’s a lot to work out, see what direction to go, etc. We can’t figure it all out 
in one meeting.  
 
MORSE: Sure 
 
RAND: But, I think it’s a great topic and seemingly from what I understand so far, is really 
something that we need one way or another. 
So, I’ll go around the table, I know we have some meetings coming up, etc. and lunch and we’re 
a little behind schedule and I think we’ll schedule the next meeting for two weeks from today and 
we’ll continue to try and make some progress.  
Go around the table, anybody? Jen? Chelsea?  
 
MERRIHEW: My one thing, right now, for our office is having tests. As Jen knows, I call her up 
like every six months or so and we have an outstanding position since the end of 2018 or the 
beginning of 2019 that we had requested a test for, it ever came out, Covid hit, we’re still waiting 
for that test to come out. It’s a position that we’re having a hard time filling right now. I didn’t know 
if there was any way that we can put pressure on the State or something to get some of these 
tests out?  
 
MASCARENAS, JEN: They’re scheduling them.  
 
MERRIHEW: It’s just I’m finding, I think it’s hard for people to give up a job that they have to take 
a job that they’re not guaranteed to have, if they don’t pass the test and it’s effecting us a little bit. 
I don’t think I would have quit my job to take a position that wasn’t definitely mine.  
 
PALMER: Yeah, provisional appointments are always a problem. But, this is an ongoing issue 
with the State. They just are not getting tests out. They’ve got everybody working from home, I 
guess they don’t do tests when they’re at home.  
 
MASCARENAS, JEN: We have four scheduled in the next couple months, catching up and then 
they’ve got new ones.  
 
MERRIHEW: Yeah, I know it’s not you, it’s just one of these ongoing things that’s like, I think it’s 
hurting us, getting people to apply and recruiting people.  
 
MASCARENAS, JEN: Yeah 
 
RAND: Wendy?  
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SAYWARD: I’m alright.  
 
RAND: Steve?  
 
MCNALLY: No 
 
RAND: Terri?  
 
MORSE: I feel like I had conversations with Mr. Palmer about this and with a few others, Joe, Mr. 
Giordano and Mr. Hughes. I think our challenge with our department is that our social workers are 
at Grade 17, they’re at the top and with a 10% differential and a very minimal longevity bonus it 
is difficult to recruit from other regions of the North Country, so for example from Plattsburgh. It’s 
difficult to entice somebody for $5,000.00 less a year and have them drive 45 minutes here and 
back and so our, that to me is a recruiting issue. Dan and I talked about what could possibly be a 
solution to that is to do an ungraded position, but so, I wish we could get rid of the 10% differential, 
that would help in a big way, but I understand that if you do it one you have to do it for everybody 
in the County and that would be a recruiting solution and then it would also help with the retention, 
too. So, I mean I don’t have my staff leaving for other positions. What they’re leaving to is private 
practice, because that’s easier to do now with tele-health services than before. You know they 
can make a $125.00 an hour versus our $27.35 an hour. So, I am not going to be able to compete 
with that.  
 
PALMER: You can’t. Again, this is, in all the stuff that I got that’s one of the things that we keep 
hearing is 10% difference. Again, and I don’t know where the bargaining unit is on that, whether 
they want to give that up or not, but just so you understand, that’s probably a million-dollar ticket, 
countywide to say this is over, you know and try to make that up is not as easy as it sounds. 
 
MORSE: Rensselaer had 15% differential. They were able to right theirs, so to speak, ours is 
righted in 10 years, theirs were righted in 3 years. They ended up getting rid of it, took a while to 
get it gone, but I just think the 10 years is a long amount of time to right it for, that means somebody 
is working 10 years and getting 9 years of salary.  
 
PALMER: Again, that’s an argument whether or not, again, the original contract negotiations by 
the people that were working here said, why do new people walk through the door and make as 
much as we do. That’s where the line got draw and so it isn’t like it was a plan necessarily to save 
money, although it has produced a lot of savings, but maybe that’s sticking the other way and if 
you’re going to come out of it than it has to have a gradual come out path, but you just can’t 
absorb enough of it within the budget. You know I got a lot of these feedbacks from the department 
heads and you know we haven’t gotten, I want to go through them all, but and I’m going to say 
this and it’s not to be disparaging to anybody, but you know when we operate, every department 
needs a specific thing that they think is important, that they think is part of what would help them, 
but when you start to separate those into silos there’s a whole countywide impact that’s difficult 
to accommodate in terms of funding when you’re limited to a 2% budget increase which is 
$200,000.00.  
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MORSE: That’s one of the difficult things is you’ve got departments that have unique needs that 
don’t apply to other departments or other parts of the county, but if you change for one thing, 
you’ve got to change it for everybody. I get that. 
 
RAND: Thank you, anyone have anything else?  
 
MONTY: I’m good, thank you.  
 
RAND: If there’s no further business, I’ll adjourn the meeting. Thank you. 
 
 
 
AS THERE WAS NO FURTHER BUSINESS TO COME BEFORE THIS RETENTION AND 
RECRUITING TASK FORCE, IT WAS ADJOURNED AT 12:47 PM.  
 
 
Respectively Submitted,  
 
 
Dina L. Garvey, Deputy 
Clerk of the Board 


