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Foreword from the County Manager 

Within this document, you will find the culmination of significant hours of 

research and collaboration between municipalities within our County.  The focus 

of our efforts have been – and will always be – to provide the taxpayers of the 

County with the best possible services they depend on at the lowest practical 

cost.   

The combined value of all of the property taxes paid at the local level which 

fund the Fire Districts, Library Districts, Towns, Villages and the County equate to 

roughly 25% of what is paid in total.  It must be noted that if all of the benefits of 

these taxing entities were cut off completely, the savings would not in any way 

offset the void to the important role that local government plays in creating 

infrastructure, ensuring safety and offering recourse, on which we all depend.     

Still, we work to cut back where we can and how we can without curtailing 

services.  Our willing participation in this process established by the State, known 

as the “Countywide Shared Services Property Tax Savings Plan Law,” is in itself 

proof that government here in Sullivan County is unified and working together.      

At the beginning of this process on May 1st, I was hopefully optimistic, 

based on our prior successes in saving tax dollars and sharing services, that we as 

a team would be able to come up with yet more opportunities as part of the 

shared service process that not only benefit the taxpayers financially but help us 

as government better serve all the people. I am confident that the 

recommendations of this study will come to fruition with your support, and I am 

deeply thankful to all of the municipal leaders and department heads who 

participated in the process.      

 

 

- Joshua A. Potosek 
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Introduction 

With the passing of the 2017 New York State Budget, lawmakers in Albany 

also adopted legislation affecting all Counties within New York State.  The 

legislation known as the “Countywide Shared Services Property Tax Savings Plan 

Law” requires that the executive officer of each County, and all of the executive 

officers of each municipality within the County, develop and deliver a plan for 

additional shared services.  The intended purpose of the law is to further help 

offset costs to taxpayers through local governmental collaboration.  The law 

offers that panels led by the County’s Chief Executive Officer hold regular public 

meetings to discuss options, cost savings, implementation cost, and the 

distribution of the onetime dollar-for-dollar savings grants which were promised 

as part of the legislation.   

Since the introduction of the New York Property Tax Cap in 2011, 

municipalities have worked very hard to maintain services and tighten their fiscal 

belts.  This has been extremely difficult to accomplish due to the rising cost of 

state-mandated programs and the reduction of revenues normally received for 
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operating funds from non-property tax sources.  The decline and stagnancy in 

these non-property tax revenues was attributed to the already poor economy in 

Upstate New York from 2007 to 2015, but further stressed by the national 

economic trends after the financial and real-estate market collapse around the 

same time period.  Counties, Towns and Villages through this time have leaned 

heavily on shared services and other cost-reducing measures, which are not able 

to be counted as savings or shared services under the guidance of this law. A 

prime example of this fact is the “Tax Freeze Law” passed by New York State in 

2014 and 2015.  Municipalities listed hundreds of cost-saving measures which 

were filed with New York State, saving millions of dollars regionwide.  Due to the 

confines of the current law, none of those prior cuts are able to qualify, even if 

they are still in practice.  Also, municipalities who have had long-standing 

agreements for cost-sharing were prohibited from listing said agreements as part 

of the plan.    

Despite the very quick timeframe and the limited options available which 

would not jeopardize the state-sanctioned home rule authority of all local 

municipal governments, Sullivan County’s leaders optimistically looked forward 

and presented future collaborations for shared services, which would meet the 

requirements of the law and, more importantly, be achieved without bureaucratic 

encumbrances.         

 

Findings and Reflections 

1)  Many municipalities noted the unfair fact that Schools represent over 74% 

of all property taxes paid locally and were, for unknown reasons, not 

required to participate in the Shared Services Plan themselves.   

2) Counties, Towns and Villages have always leaned heavily on shared services 

and other cost-reducing measures, which are not able to be counted as 

savings or shared services under the guidance of this law. 

3) Meeting dates were selected by the majority of the participating 

municipalities.  All meetings were public and publicly noticed, and all 
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invitations to panel members were mailed through the US Postal Service.  

Several follow-up meetings at municipal governments were attended by 

staff of the County Manager’s Office to investigate options and explain 

nuances of the law to town officials, including town boards as requested.     

4) Due to the very fast timeframes involved with the legislation, the panel 

decided to offer only options which had a fair chance of implementation.  

Several other larger ideas were floated but would require statutorily a 

longer timeframe to plan and implement. This fact prevented their 

potential success within the confines of the law. Additionally, some 

programs put forward by municipalities are not part of this final 

recommendation because there was not enough time to prove the cost 

savings or their compatibility with the guidance documents from the NY 

Dept. of State. 

5) Dollar-for-Dollar State Grant: Although the law is vague, it references that 

the state budget for 2018 will include grant money to incentivize these 

shared services.  In concept, for each dollar saved by the shared services 

plan, the state will cut a onetime check matching the savings achieved.  

Some of the panel’s recommendations have costs related to them which 

will be offset by the state’s grants.  In the event that these grant dollars are 

not guaranteed, the County’s ability to implement them may be hindered.       

6) Due to the very aggressive schedule put forth by the law, the panel has 

agreed to continue to meet as necessary and may work together to achieve 

greater Shared Services initiatives in 2018 which could involve School 

districts.   
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Important Dates 

 Department of State Shared Services Introduction Meeting- May 1st, 

2017, SUNY New Paltz. 

 Introduction of Panel Process- May 3rd, 2017, Supervisors and Mayors 

meeting, Town of Thompson Town Hall.  

 First Panel Meeting- May 16th, 2017, Sullivan County Government Center  

 Second Panel Meeting- June 8th, 2017, Sullivan County  Government 

Center 

 Third Panel Meeting- July 11th, 2017, Sullivan County Government 

Center 

 Required Union Meeting- July 25th, 2017, Sullivan County Government 

Center.  

 Deliver Panel Recommendation to the County Legislature- August 1st, 

2017 

 Review of Panel Recommendation with Association of Supervisors– 

August 2, 2017, Town of Thompson Town Hall 

 Legislative Response from Sullivan County- August 17, 2017  

 Public Hearing- September 12, 2017 at 10am, 1pm and 6:30pm, Sullivan 

County Government Center. 

 Panel Vote on Plan- September 14th, 2017, Sullivan County Government 

Center.  

 File Adopted Plan with New York State Department of Budget- 

September 15th, 2017 

 Public Presentation by the County Manager at the Executive Committee 

of the Sullivan County Legislature- September 21st, 2017 11:30am, 

Sullivan County Government Center.    
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Recommendations 

1) Sullivan County and Town of Liberty Parks and Recreation Administration 

Proposal: The Town of Liberty and County of Sullivan administer and 

maintain separate and distinct parks systems.  The Town of Liberty 

appropriates $402,624 for Parks and Recreation functions while the County 

appropriates $642,016.  The Town of Liberty’s Parks and Recreation 

Director position is currently vacant but funded for $52,521 per year plus 

benefits for a total of $92,014.  The proposed plan would be for the Town 

of Liberty to leave the Parks and Recreation Director position vacant.  The 

County will perform the park-related administrative oversight functions for 

the Town of Liberty through an intermunicipal agreement.  The County will 

ensure that the Town of Liberty Parks system is operating under the 

direction of the Town of Liberty Board.  Town will reimburse the County 

$1,000/month $12,000/year for Parks Administrative Services.  The Town 

will leave the Parks Director position vacant, saving $76,000 per year.  Due 
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to the County receiving the lion’s share of the cost for this service, the 

County will keep 100% of the dollar-for-dollar grants value awarded.  

Net Savings equals $80,314 per year. 

2) Municipalities in Sullivan who have yet to join aggregate power purchasing: 

Aggregated purchase of electricity has been a very helpful way for 

municipalities to save tax dollars. Municipalities that currently do not 

participate in the Municipal Electric and Gas Alliance (MEGA) electricity 

procurement, and could therefore capture these savings in the proposed 

plan, include the Towns of Callicoon, Delaware, Fallsburg, Forestburgh, 

Fremont, Highland, Liberty, Lumberland, Neversink, Thompson and Tusten; 

and the Villages of Jeffersonville, Liberty, Monticello and Wurtsboro.  This 

initiative would be most valuable to those municipalities with greater annual 

usage of electricity, particularly those with a robust network of infrastructure 

such as municipal water, sewer and large lighting districts (in the case of 

Fallsburg, this would also include the irrigation systems for two popular 

municipally owned golf courses).  An analysis of the Town of Thompson's 

electricity usage for 2016 indicates that the Town could save approximately 

$4,625 per year.  Potential savings to be included in the plan would exceed 

$21,000 if all currently non-participating municipalities were to enroll in the 

aggregated electricity purchase program available through MEGA.  Each 

municipality would receive a portion of the dollar-for-dollar grant check 

based on the saving they receive. 

 

Net Savings equals $21,000 per year. 

 

3) Sullivan County 911 Shared Service for Dispatch of Fallsburg Police 

Department: Currently the Town of Fallsburg has a Police Department of 

roughly 18 sworn officers servicing its 79-square-mile municipality with a 

population of 12,870.  Like towns of similar size and function, the demand 

for extra policing has been a political and financial dilemma for the 

government.  Fallsburg is interested in increasing its police coverage; 
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however, it has not been able to fund this without raising taxes.   It covers 

its three shifts a day of dispatching via its Police Department’s lineup.  With 

one officer purely shift-working dispatch, often the town is left with only 

two officers on patrol.  The agreement with Fallsburg empowers Sullivan 

County 911 to take over the 3 shifts a day of police dispatching through its 

911 dispatch center.   Due to the onetime grant funding available through 

this program, the County will agree to take on the dispatching 

responsibilities and absorb the cost of the program within its existing staff 

at Sullivan’s 911 Center.  This will empower Fallsburg to add up to five 

additional police officer positions, adding one more officer to each shift.  

The estimated cost savings is $97,400 per officer (based on the average pay 

and benefits of members within the department currently covering 

dispatch).  Due to costs on both sides of the arrangement, the County and 

the Town have agreed to split the share of the dollar-for-dollar grant check 

from the state.  The Town of Fallsburg will receive 25% and the County of 

Sullivan will receive 75%.  

 

Net Savings equals $487,000.     

 

4) Sullivan County Shared Emergency Notification System:  Due to the rural 

and seasonal nature of Sullivan County’s population, it is often difficult to 

communicate with residents on matters affecting each community 

individually or the County at large.  Weather, traffic, and large public 

assemblies such as concerts often create hurdles for residents of Sullivan 

County.  Each municipality is looking to find better ways to communicate as 

needed with their residents, but these solutions can be costly.  For the 

purposes of a shared services agreement, the County considered the 

effects of an aggregate agreement with CODE RED, a state-bid vendor with 

a product delivering a system to meet our needs.  In the event that each 

municipality were to purchase emergency verification software on their 

own, it would each cost them $69,759. With an aggregate purchase 

managed by the county, the same system would cost $15,924.     
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Net Savings equals $53,835.    

5) Sullivan County and Town of Bethel/Alliance for Sustainable 

Development: The Town of Bethel has authorized a new contract with the 

Sullivan Alliance for Sustainable Development to provide consulting 

services for initiatives related to sustainability and the Climate Smart 

Community programs.  The Sullivan County Office of Sustainable Energy 

now provides those consulting services to the Town free of charge, 

resulting in cost avoidance for the town in the amount of $3,000.  

 

Net Savings equals $3,000. 
 

6) Implementing enterprise content management for all municipalities: 

Sullivan County is looking to take steps to establish a shared services center 

focused on creating efficiencies and refining functions to create value 

beyond traditional paper-based transactional processes. Initial objectives 

are to offer an enterprise content management system as an inter-agency 

shared service in a centrally supported, enterprise-level document 

management system that will provide various benefits with robust 

capabilities for records management and security.  Under the agreement, 

the County would contract with Laserfiche Enterprise Content Management 

to securely manage and share documents, videos, photos and other 

content using state-of-the-art enterprise document management and 

cutting-edge business process management tools. Total acquisition cost of 

$105,365.89 for software purchase and user licenses.  Savings of 

$352,695.10 if each of the 20 participating Towns/Villages and County were 

to purchase the software separately.  Annual maintenance costs of 

$17,455.83 for all 21 participating municipalities. Savings of $34,036.17 

yearly if each of the 20 participating Towns/Villages and County were to 

purchase the software separately.  Due to the fact that the County will 

administer all aspects of the software, the County will keep any of the 

dollar-for-dollar state grant money awarded to this program.  
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Net Savings equals $386,731. 

 

7) Town of Neversink Proposals, also impacting Towns of Rockland and 

Fallsburg: The Town of Neversink has approximately 800 boxes of 

documents in storage.  If the County were to share the services of 

Laserfiche records management, the Town would be able to free up 

approximately 800 SF of space and use that room for office rental at an 

annual cost of approximately $14,700.  The County’s Laserfiche records 

system will provide a more efficient and convenient service for collecting 

and retrieving the Town records – particularly FOIL requests, which would 

save substantial amounts of time and approximately $1,150 annually.  Also, 

Neverisink sharing services with the Town of Fallsburg for paving and the 

Town of Rockland for sealing would result in immense savings.  There 

would be no cost layout to the Towns and in turn, they would get an 

increase in workforce of at least 30% on a temporary basis.  If a Town 

contracted with a private contractor to haul stone or blacktop, it would 

cost, with prevailing wages, $130 per hour for each extra truck.  If we use 

six trucks for eight days, that would be a savings of approximately $62,400 

(6 trucks x 8 days x $1,300 per 10-hour day).  We propose working with the 

Town of Fallsburg to get the work done quicker, but it also frees up the 

blacktop plants for other Towns to get their work done as well.  The plants 

can only produce a certain amount of material, therefore extending 

everyone’s paving time and costing all taxpayers in the County 

money.  Fallsburg roads are extremely busy during paving season, and by 

spending less time paving, traffic flow is disturbed for shorter durations, 

and the entire process becomes safer for employees and residents.  One 

accident could be an incalculable cost to anyone’s family. In working closely 

with the Town of Rockland in sharing seal coating services, we would save 

approximately $7,800 per day for trucks, totaling $23,400 for three 

days.  We can also cut back our sealing contractor equipment rental by two 
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days, saving approximately $3,400 per day.  Approximate annual cost of 

saving with the Town of Rockland: $30,200.  

Net Savings equals $108,450. 

8) Town of Lumberland Proposal: Based on the amount of storage the Town 

currently utilizes and the amount that they have proposed for further 

needs, it is clear Lumberland would need to build additional space.  The 

Town has investigated the cost of building such space on Town-owned land, 

and estimates have come back around $28,000 to meet document storage 

needs.  The County’s shared services electronic management document 

software proposal referenced previously would result in the Town not 

needing to build additional space.  The Town would keep all of the dollar-

for-dollar grant. 

     

Net Savings equals $28,000. 

   

9) Town of Rockland Proposal: The Town currently allows for the County 

DMV and the County Sheriff’s Office to utilize space in its Town Hall.  This 

has not always been convenient for the Town of Rockland, which could 

force the County to find additional space in the area to perform the 

services currently offered at this location.  The Town of Rockland is willing 

to enter into memoranda of agreement at no cost but at a paper value of 

$400 per month for DMV use and $1,000 per month for Sheriff’s use. To 

formalize and continue the value of this space, the agreements would be 

for a five-year period and be contingent upon the Town of Rockland 

receiving 100% of the dollar-for-dollar grant funds from this plan, if 

awarded.  The Town is also offering to plow the Livingston Manor Fire 

Department’s parking lot at a value of $5,000 per year.  

 

Net Savings equals $21,800.  
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Total savings as recommended by the panel – 

                                                                                      $1,190,130.00 

 

 

 

 

 

Municipalities who decided to opt out of the Shared Services Panel 

Village of Bloomingburg- Verification received 7/13/2017 (letter attached).  
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Page | 13   
   

 

 Sullivan County Shared Services Draft Plan 2017  

As Recommended by the Sullivan County Shared Services Panel 
 

 

 

 

Attachments of documents related to Shared 

Service Panel meetings and shared services 

correspondence. 
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