
Recruiting and Retention Task Force 
Tuesday, June 21, 2022 - 11:00 AM 

 
Joe Pete Wilson - Chairman 
 
Chairman Wilson called this task force to order at 11:00 am with the following in attendance: 
Stephanie DeZalia, Ken Hughes, Steve McNally, Jim Monty, Matt Stanley, Joe Pete Wilson, Mark 
Wright, Jenn Mascarenas, Mike Mascarenas, Chelsea Merrihew and Dan Palmer. and Wendy 
Sayward had been previously excused. Linda Beers was absent. 
 
Also present: Dina Garvey, Joe Keegan and Jim Dougan. 
 
WILSON: Okay, let’s call our Recruitment and Retention Meeting to order.  
I printed out the marketing plan, development sheet that we have, so we talk about that a little bit. 
I want, three things, I want an update from our Board Meeting for people that weren’t here, for the 
Personnel Committee, talk about our recruitment piece in the marketing plan and then, let’s set a 
little strategic goal for also talking about retention, so we don’t lose track of that.  
So, in our Personnel Committee meeting, we did pass, the committee passed on to the Full Board 
the employee referral program policy that we’ve been discussing. We’re going to make a few 
minor changes to eligibility and then have it end after a year, so we can evaluate it. So, that’s 
good news, that’s making process through.  
And then we also, the Personnel Committee approved another year of the life insurance for 
employees and that’s both the recruitment and retention piece, so that’s good progress that we’re 
making and thank you everybody for the thoughtful input that we have to come up with concrete 
steps to keep things moving.  
The handout is just a print out of the google docs, I mean it is, that Ken set up for us, so we can 
share. I’m moving slowly into the world of collaborative online workplace, how’s that for jargon? 
But, we can up with the idea, in our discussion last time, of developing a marketing plan, a 
workforce recruitment marketing plan that can guide us recruiting both inside the County and 
outside the County, so we can extend our reach, have a real plan to follow and allocate some 
resources to go behind it. I think that’s going to be key.  
We want to just start out with what are some of the things we’re actually marketing, why is it good 
to be here? Why is good to work at Essex County? Why is it good to live here? So, as we’re sitting 
here and having this meeting, if you think of some ideas, jot them down on the right place on here 
and then give it to me afterwards and I’ll update the google doc for those not comfortable in that 
online workspace.  
But, I think it’s important for us to you know share what we like about what’s important to us about 
living and working here, so we can use it as a tool. My bigger strategic question is, you know, 
what are and nobody’s gotten to that yet, is what is the concrete steps that we can take right now 
to recruit and retain and you know both inside and outside the committee. Like our idea of the 
referral program, you know that was a concrete step and we’re taking it. If we’ve got some other 
ideas like that, you know, either give a holler right now or put it on the sheet and have it to me 
afterwards, so we can capture those ideas. We want to take these ideas and then form a strategy 
and I think that pulling this together and I personally feel like we’re going to need some 
professional outside guidance, with drawing on ROOST, a consultant or a combination of the two, 
because, again, I think as we keep talking about what department heads should be doing,  if we’re 
going to just dump this on Personnel and say run with it, you know, and not give them the tools 
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to do it, it’s going to frustrating for them and we’re not going to make much progress. So, as you’re 
thinking about concrete steps to list here, I really do want to solicit input on strategy.   
 
HUGHES: Well, the concrete step that we are taking, which has not been added, but I just added, 
so you don’t have to write it down, is the career expo that we’ve been talking about. So, there’s a 
subcommittee, 4 of us that who working to get that organized with Boquet Valley, Mountain View 
Campus, so we had a bumpy start, but we’re trying to get ahead of it now, so that when we start 
actually talking to industry leaders in the area in August, for a late September, early October 
event, we’ll be prepared.  
 
WILSON: Anybody else, because I’ve got a few to pick up on, but I don’t want to just be me 
talking. So, it’s good Joe is here, one of the ideas that we mentioned a bunch of times and Shaun 
talked about, I think we can up with a catchy name for it, a guidebook to working here that has 
some career paths mapped out. So, you can see how you could start at an entry level position 
and work your way up, where it might entail some enrollment at the college. It might entail some 
training that, you know, that either the college is providing or it’s already available, but people 
might not know about it, but how do we identify some career pathways here? So, you might not 
have your whole career in one department in Essex County, but you spend your whole career at 
Essex County and you continue to be challenged and move up and get training along the way. 
So, I don’t know how we map that out and Jen if you have some ideas, you know, how would be 
map that out? Because I think a guidebook like that, a handbook to working here and it would 
build on the succession planning that you’ve already done, because I still think that’s a keep 
foundational piece to the retention. How do we identify the positions we’re going to need to fill, 
identify people of that, get them the skills they need, so we can be our own pipeline to keep people 
here, doing the critical jobs, they have a satisfying workplace and we’re not struggling to fill critical 
positions? 
 
MCNALLY: Do we have any, when you’re talking about advancement, career advancement, do 
we have any cases that we can get testimonials, where I started off as this and ended up doing 
this, that we could use a testimonial in there? Sometimes the employee is the best representative. 
I believe there is a girl who was a custodian, now that works in the County Clerk, possibly she 
would start how she started off as a part-time cleaner and is working in the County Clerk?  
 
MERRIHEW: She had to leave the County to get the experience she needed to qualify for her 
entry level position.  
 
MCNALLY: We don’t have to mention that (laughter), but the point is that there’s got to be 
somebody that’s advanced. I think a lot of departments are small, so the advancement come 
through retirement.  
 
WILSON: Yeah, that’s good, I’m making notes, that’s a good idea.  
 
MCNALLY: I don’t know about if we can start off with, I don’t know, Jimmy might have something 
that he can.  
 
DOUGAN: I want to, I guess I want to question that chance to advance, at least somethings that 
I have, if you’re a Buildings and Grounds person coming in, you start out as a maintenance 
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person, you go to a maintenance mechanic and unless you’re going to be a supervisor, which 
there’s two positions, is all there is, there’s not a lot of room for growth. There’s not a lot of room 
for growth. Now, there could be, there could be somethings, if we get some training and stuff like 
that currently we hire people to do, we hire outside contractors to do.  Something that’s buildings 
and grounds, something that’s simple as getting somebody trained to deal with refrigerant that’s 
in our rooftop units and stuff like that. I would need, I’m not saying it’s another full grade, but you 
know they have some chance for advancement, if they knew, they signed up and said they would 
take some of the training; okay? I mean, that’s, if you’re at highway and you start out as an MEO, 
truck driver, you might be able to work your way up to an operator, but beyond that, there’s a few 
foremen positions, but a lot of people aren’t going to get there, but do they want to be just a truck 
driver or operator for 30 years? I want to find a way for them to take a little bit more responsibility 
and therefore that turns into retention and they see a little more benefit. A guy who is a truck driver 
today, if he doesn’t grow at all, he still gets paid the same rate 10 years from now, as someone 
else who just started there, you know what I’m saying?  
 
MONTY: I like Jim’s idea, if we could somehow find money and I know we would have to do this 
through Union agreement, but if you could incentive some of these jobs for somebody to take, 
you know a HVAC course that even through he’s being paid as a building maintenance laborer, 
mechanic, but he goes on his own and takes this course, okay, we’re going to give you stipend 
for it, but be advised that if we have problems, we’re going to send you for it and stuff and that 
stipend stays the salary and I think there’s many positions within DPW that we could do that and 
it may hold true in some of your areas, Mike, where you could make the case that training and 
college course in certain areas, yet they’re not ready to go up to that next paygrade, but you can 
incentive them for doing that and again, like Jim says, that’s going to increase their ability, they 
see they, wow, we’re being appreciated a little bit and maybe want to stay longer. I think that’s a 
great idea.  
 
MCNALLY: Well, we’ve addressed this through, months ago, with the college.  
 
MONTY: Right 
 
MCNALLY: With the college making it available to us the courses that our employees can take, 
the County would pay for courses to get them.  
 
MONTY: There are already courses available and I agree with trying to get the college to do it, 
but, there are other areas that they can go out and get this education or whatever you want to call 
it and then move on.  
 
DEZALIA: I agree with Jim about being careful in saying that there’s room for advancement. In a 
lot of departments, it’s very structured and there isn’t room for advancement unless somebody 
dies or retires. So, you’ve got this level and there’s a senior and then there’s a principal and that 
type of thing and there isn’t room for advancement unless somebody leaves or.  
 
WILSON: And I agree with all of you and what you’re describing is two different types of 
advancement. We’re talking about skill building; which is some of what Jim’s listing.  
 
DEZALIA: Right 
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WILSON: And then we’re talking about a career, you know, career advancement that might 
involve moving outside your department. So, when I think of Jim’s example. I think if you’re a 
building maintenance, you know, as a way to attract good people, I look at our vacancy list. So, 
some of the training could be handling refrigerants, but we also identify training, like, we had a lot 
of EMT opening on that list, we had a lot, you know that’s one and CDLs, too, so maybe the 
advancement isn’t a straight path within your department, but maybe if you’re working as a 
building maintenance person, you’ve got two paths, you can improve your skills. I’m going to get 
refrigerant handling training that the County’s going to provide, or I’m really looking at this position 
as a stepping stone, I’m going to become an EMT and it might take a year or two to do it while 
I’m working, but the County’s supporting me while I’m doing it. So, we’re, maybe, attracting a 
candidate who’s got an eye to the future, because we’ve got the training that’s the stepping stone 
to filling those EMT jobs that we’ve got a lot listed on. So, I think that we’ve got to think, you know, 
skills-wise, what’s going to help in my department in that class of jobs, but globally, how could we 
maybe channel people into filling some of the roles we have and we’ve talked in the past about 
the swaps between caseworkers at Probation and Social Services.  
 
MONTY: I would like to say,  I think you’re right, we do have to, but we can’t make it so broad that 
we can’t do something within each department, you know what I’m saying? And I think with DPW, 
I mean there’s not a lot of people looking to take supervisory roles, right now, is my understanding.  
 
DOUGAN: It’s very tough.  
 
MONTY: And so, if we’re giving these people the opportunity to try and advance along their career, 
all of sudden, they may say, I can be a supervisor, because I know how to do this, this and this 
and it may encourage them to test to become a supervisor; which ultimately is going to help with 
retention, because they’re going to want to stay.  
 
MCNALLY: But, the problem is you need that opening to test up for.  
 
DOUGAN: I’m working on what I would call succession planning, to get some people even 
prepared to take some of these steps. I’ll give you a little bit of an example that Dan and Mike 
helped me with over the past few years. When I first got here, in the engineering department at 
DPW, everybody there was an assistant civil engineer. Every single position was an assistant civil 
engineer, whether you started yesterday or you had been there for 10 years, you were an 
assistant civil engineer and you know the only difference was somebody had the title of deputy 
superintendent, was the guy with the stipend or you were the superintendent. You know, what’s 
a career path for somebody like Hugh Harwood; okay? I’m going to use that name again, 
somebody you’re familiar with. What’s the career path? I come in as assistant civil engineer and 
I stay in that, until such time as, maybe. I get promoted to deputy or superintendent, 25 years 
from now. So, we actually took some positions and made some lower level positions to get that 
in the door and then a place to step. So, he’s only been at it for 5 years and he’s up to assistant 
civil engineer, but he went from intern to civil engineer tech to that, so at least there’s been a few 
steps and we’ve also created a new position called, senior civil engineer, which we don’t have 
filled right now, but it’s on the books with Personnel and so I want to create a few more steps like 
that and somethings I don’t even need them to be grades. I’m wondering if there’s a way that if 
someone took that training, say we go back to this dealing with the refrigerant and air conditioning; 
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okay? I pay a contractor to deal with that right now, every time. he has to be trained, so I pay him 
a couple thousands of dollars a year. If I could have a couple people that went through the training 
and they got a stipend, similar to want you do with the Sheriff, when they got the EMT training, 
that when he deals with this, he gets a little something that we look at, at the end of the year, now 
I have more people that are going to say yes to me. Yes, I want to do this and I see a little bonus 
for me. I’m still a maintenance mechanic, I’m still a maintenance person, but the County will pay 
for this little bit of training, it gives something, I also have control over that; right? It’s not just 
everybody that’s that grade automatically gets a 2% raise or 4% raise, whether they work as hard 
as the guy next to them or not. So, those are somethings that I would like to do.  
 
KEEGAN: Yes, this is going in a little bit different direction, but that is, I don’t recall, has the 
Committee asked any of the existing employees what they perceive as the benefits of working in 
the County?  
 
WILSON: That’s a good step, we haven’t done that. We did the original survey around what are 
the barriers to working here, but not what are the, yeah, so maybe that’s this list that we have, 
that’s a good idea, thank you.  
 
MCNALLY: On the other side of that coin, is the exit interviews are very, very important.  
 
WILSON: Yup, this is very helpful. Jim, you’re doing some creative stuff to parse out why would 
someone what to work here and how can I encourage employees to more engaged, you know, 
improve themselves, do a better job. I think that’s great and how do we make that easier for you 
to do and easier for other department heads to copy.  
I think with the ideas with we’re getting, like the succession planning, our vacancy list, you know 
the idea of surveying, we’ve got a lot of pieces here and maybe we need to, I’m just trying to think 
how to pull it together with some, a strategy that we can write down and then the concrete steps 
that we need to take, but I think a survey now of employees about the barriers, now about, you 
know why is it good work here, what would keep you here? Those are two bit basic questions.  
 
MASCARENAS: The one thing I would say, Joe Pete, I think would be a little bit helpful and again 
it comes down to communication and we’ve never been really great at that kind of thing when 
we’re trying to get people to apply here, but school systems. I’ve never really talked to a school 
system, you know, when kids are getting for college and guidance offices and what opportunities 
exist at the County and what level of education do you need in terms of the work they perform. I 
mean we have every professional level service here. So, if human services are a big one, but I 
never spoke to anybody about what people need. I’ve gone to colleges and spoken to a few 
human services classes, but if there was a young person in high school that was considering 
going into a profession, they probably don’t even know what that is or what that entails, what the 
college they have to get if they want to work for DSS and be a social services workers or if they 
want to be a caseworker or what they need to work in Real Property, that’s pretty cool; right? 
What do they need if they want to go into waste water systems? I don’t think young people have 
that knowledge. I don’t think that that’s really happening. I mean, Ken, you work in a school, were 
those conversations happening outside of, because nobody comes here, no comes here and 
says, hey, what do we need to do? I just don’t see that.  
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HUGHES: Most high school students aren’t thinking; I want to be an assessor or a waste water 
operator.  
 
PALMER: Right 
 
MASCARENAS, MIKE: Right, but they don’t even know what that is. 
 
HUGHES: Right 
 
MASCARENAS, MIKE: Those opportunities. So, when you come to us, you know, Public Health, 
all the services they provide and education and I think there’s a big disconnect between us and 
the school systems and that follow-up.  
 
WILSON: And this maybe could be a place where the college could coach us how to do this. Not 
run a class in it, but just coach us in some of this, because the college does have strong 
relationships with high school, experience identifying career pathways. So, maybe that we could 
get some coaching from them, but as we’re talking.  
 
STANLEY: Are there professional career paths in the County that North Country could actually 
provide education for that if you stay with the County for so long that there’s tuition 
reimbursement? So, on your last point, recruiting people from outside Essex County to come to 
North Country to help fill those classes, but then we, once they graduate and have that degree to 
be able to come here and work for the County for 5-10 years and then once you get them in, then 
the retention to keep them here through these steps of advancement, maybe we can create 
careers right out of high school.  
 
KEEGAN: There’s pathways, human services and public health nursing and those are the two 
that come to mind right away.  
 
MASCARENAS, MIKE: So, if I had a worker that goes to North Country and gets an associate’s 
degree in human services, they automatically qualify to be a social services worker, that’s about 
half of my staffing level or they can choose to move on into a 4-year program and utilize what 
they learned at North Country and go to one of the area schools and get a bachelor’s degree and 
that would then qualify them to be a caseworker.  
 
STANLEY: Would there be any sort of 2+2 program that would help go to North Country, work at 
the County and then go on to get that further education to help them advance within the County?  
 
KEEGAN: We’ve got currently articulation agreements and in Mike’s case to get a bachelor’s to 
prepare social workers, we’ve got a work relationship with Plattsburgh, for a bachelor’s in social 
worker program, you can move from any of our human services programs, providing that you 
have the academic ranking and get into theirs. Empire State also has human service programs, 
those are much more assessable, if they can’t make the drive to Plattsburgh, we have those 
relationships, as well. I should have mentioned earlier, we, it’s not a done deal yet, but Mike this 
is for you, we have, out Board of Trustees approved moving all of our human services programs 
online, fully online. We’ve been able to, the last two years with Covid, we’ve been able to offer 
them, we had special permission from New York State Ed to offer them online, but that will be, I 
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think be a game changer for people that don’t want to drive to Ti or don’t want to drive to Saranac 
Lake and be able to do that entire two-year program, remotely, if they want to.  
 
MASCARENAS, MIKE: That’s awesome. 
 
KEEGAN: We’ll keep you in the loop on all that.  
 
MONTY: Listening here and I think in the last 15-20 years there’s been such a push for kids, 
seniors, juniors, you got to go to school, got to go to college, got to go to college, got to go to 
college that we’re missing kids that may not be college ready, may not be college, I don’t want to 
say college material, because everybody’s college material if you apply yourself, but there’s kids 
out there who could fill-in a lot of these jobs, that maybe don’t know about them and they’re not 
pushed in that direction and unfortunately, I know, 100 years ago when I was a senior in high 
school I had no idea what I wanted to do. I just didn’t know and so I think trying to fill that 
professional positions that need that college education, but we have just as many positions in 
there that someone with that high school education, someone with a GED could apply for those. 
We got to find a way to target those kids, too.  
 
MASCARENAS, MIKE: And I don’t think they know, either.  
 
MONTY: Exactly.  
 
MASCARENAS, MIKE: I mean a lot of those kids that go to CV Tech that would be awesome 
people, I don’t think they know the opportunity that exists at Essex County DPW. If they learn 
about it, it’s through word of mouth from another person. A lot of times they graduate from CV 
Tech and they go right to work for a private, because those guys get them quickly.  
 
WILSON: So, that’s bringing back a pervious conversation from a couple months ago, the role of 
department heads in recruiting. So, as we’re having this conversation, here are these concrete 
ideas and big picture ideas; here’s what I’m thinking. Let me know how this sounds. For right now, 
we’re going to take steps on the survey, our marketing strategy, try and do something more 
concrete with the handbook, because that might be a tool for, you know, reaching high schools, 
reaching different level entry jobs, not just thinking about entry level jobs as a caseworker, but 
what are all the jobs here? What are the pathways? And then the role of department heads? 
Because some of the things I think about as we’re talking about these steps is at some point 
departments are going to need an education and training budget. So, they have discretion to 
identify skills that they can provide their people. We’ll continue our talk with the college for the 
longer, you know the more involved professional development and training. We’re going to have 
to think about, if we’re going to ask more of department heads, how do we give the tools to do it. 
So, maybe as a next step, if we could spend some time together and we could spend some time 
together and maybe the three of us, as well, but to come up with some concrete steps and 
questions we need department heads to answer, work on a survey. Is that okay, if setup some 
time with the two of you and we get something concrete to put in front of the group here on each 
of these fronts, surveying, marketing strategy, the handbook and then the resources. You know, 
if we’re going to ask department heads to do more, they’re going to need an education budget, 
they’re going to need more time in their own day to do recruitment and retention and I want to 
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make sure we’re having a balance of retention efforts and recruitment, because once we’ve 
already recruited somebody, we got them, let’s keep them.  
 
KEEGAN: The discussion is making we wonder if there may be an opportunity for this committee 
or you or some part of the Essex County Government to invite some of the folks you want to help, 
I’m thinking the educators primarily and understand what the challenges are with the County and 
see where the County might be able to fit in terms of getting in front of students. You know, 
advisory board, you could go to an advisory meeting. I know you had Donna Wotton here, 
something similar where you had some key folks, maybe some superintendents, you know, so 
much of the work that gets done in the North Country is through personal relationships; right? And 
that maybe one key to do that.  
 
WILSON: And I appreciate that, that’s what I meant when I said, the college has a lot of coaching 
and example, because I mean your relationship with One Work Source, with all the BOCES 
system, you know we’re going to need to invest in that. We’re going to need them to know who 
we are and what we do here or else the department heads will never be able to make a headway 
on their own. So, that’s one more and that’s the kind of coaching we’re going to need. I am going 
to add that as #5.  
 
 
MCNALLY: The benefit of working for municipalities for years has been the job security and the 
benefit package, the retirement, it’s a nice package. What happened is with Covid and baby 
boomers retiring, the private sector has really changed the job market and right now we’re losing 
that battle, we’re losing good employees to the private sector. Look at the economy and what’s 
happening now, the price of gas to employees and possibly, if that increases, County jobs maybe 
come back into being a really good job that people will want. So, we’ll see what happens, but you 
know we still offer that same quality jobs, job security, the benefits and retirement. In the private 
sector that can get ugly, just as well as it’s been great for everybody in the last 2 years, it can go 
the other way, just as quickly. You see that large companies or a lot of large companies, Tesla is 
laying off 10% of their employees. You’re seeing that every day now, so possibly, we may have 
a bite of that apple of the employees wanting to come back to the job security.  
 
WILSON: That would be encouraging, yeah and I know you’ve made progress from 54 openings, 
6 months ago to 40 now. That’s a significant, you know, that’s from over 10% vacancy to 8-7.5%.  
 
PALMER: Yeah, well, if we could close Moriah Shock, again, we would get more.  
 
MASCARENAS, MIKE: Yeah, it really is, we saw a lot of those.  
 
WILSON: We did? But, it’s good we were here and people knew that we were here, but again, 
that’s a significant change from over 50 openings to 40 openings, that’s progress and I like to 
think that we’re supporting your efforts and we’re bring some attention to this and if we can keep 
making progress, that’s wonderful. 
So, I’m taking all these ideas, if people don’t have anything else to add, I’ll get work with Jen, with 
Mike, pull people in, come up with some concrete things to put in front of you and we’ll go from 
there, if that sounds good?  
Alright, thank you very much.   
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AS THERE WAS NO FURTHER BUSINESS TO COME BEFORE THIS RETENTION 
AND RECRUITING TASK FORCE, IT WAS ADJOURNED AT 12:02 PM.  
 
 
 
Respectively Submitted,  
 
 
 
Dina L. Garvey, Deputy 
Clerk of the Board 


