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function. An opportunity exists to expand the County Purchasing Department’s role to also provide 
support the Towns’ and Villages’ for their procurement activities. Specifically, the County 
Purchasing Department has certified purchasing agents that can assist to ensure the most 
detailed, competitive bid specifications are developed to assure that a goods or services are 
procured at the best value and lowest cost. 

Expanding the County Purchasing Department role also creates an opportunity to coordinate 
Town and Village purchasing in a purchasing cooperative, saving money by aggregating 
combined purchases to achieve volume purchase discounts, and saving time by consolidating 
contract negotiation and administration activities. This will also free up workers from other 
departments, such as Highways or Public Works, who today must take time away from their 
primary duties to perform select Town/Village procurement activities. This will increase their 
productivity by allowing them to focus on other priority matters. 

Such a joint purchasing function can be centrally administered without the loss of local 
government control. Each municipality would still issue its own purchase orders, accept its own 
deliveries and make its own payments, but they will still benefit from volume pricing. The process 
life-cycle can be even further streamlined through the use of an online purchasing portal. 

This function can also be expanded over time to include other 
municipalities as the initial ones are fully on-boarded. Additional process 
integration and efficiencies can be achieved, in a subsequent 
implementation phase, by linking and centralizing the downstream 
related accounts payable processing activity. 

Budget Narrative 

Project Cost: One incremental purchasing agent is required to 
support the incremental (combined) purchasing activity of participating 
towns  and  villages  ($85.2K  including   fringe  benefits). Year 1 budget includes software 
acquisition costs and 6-months personnel. Recurring costs include system licensing and 
incremental personnel cost. Joint purchasing can begin before an online system is acquired, 
which when implemented, will expedite expected benefits. 

 Estimated Costs Year 1 Year 2 
Build & Maintain 
Portal 100,000 10,000 

  Staff 42,663 85,325 
TOTAL 142,663 95,325 

Fiscal Impact: Anticipated savings for participants are calculated based on saving 2% of the 
participating partners’ baseline projected spending for equipment and contractual spending. 
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Equipment expense was estimated based on a five-year spending average. Assumes first-year 
costs and savings are for one-half year only.* 

* Excludes Cold Spring who is also interested to participate

Project 2: Sharing and Coordinating Highway and Public Works 
Services 
At present, the County, Towns, and Villages are each responsible for similar, and at times, 
duplicative highway services. While the size and magnitude of heavy equipment and snow plows 
may vary based on road type and the individual services may be deployed uniquely, the basic 
services remain the same across municipal boundaries. Recognizing this, the Town Supervisors 
and the Town and Village Highway Superintendents have already spent much time heretofore 
exploring and implementing various ways to share specialized equipment and create other 
efficiencies through partnering. 

Advances in technology, the modernization of machinery, and development of specialized 
equipment has greatly improved local government efficiency and enhanced their ability to 
undertake highway and public works projects that were once more time consuming and 
strenuous to accomplish. While the benefits of innovation can be significant, so too are the 
costs. It is very difficult for most Towns and Villages to justify purchasing expensive highway 
equipment that is used “part time”, and has a limited useful (depreciation) life. Instead, local 
governments can partner and share the purchase – and benefit – of specialized highway and 
public works equipment. This approach maximizes efficiency (streamlined centralized 
approach) while also maximizing the return on (shared) investment in highway equipment. The 
Office of the State Comptroller (OSC) identified savings of generally between two to five percent 
from studies that have examined and measured the potential for savings through cooperative 
highway and public works activities. 

During the Panel meetings, roundtable discussions, and interviews with the Towns and Villages, 
certain public works, highway, plowing, and engineering services were identified as key 
opportunities for sharing additional services. Presently, the Towns, Villages and the County 
already partner in many areas to share select highway services and equipment via formal and 
informal agreements. Additional opportunities exist to further expand this level of sharing by 

* * 
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increasing the planning and coordination of certain other highway and public works projects to 
achieve greater efficiencies and cost savings. 

By sharing DPW and Highway services across municipalities, this will enable communities to offer 
the most benefits to residents at the lowest cost available. In some cases, service delivery can be 
improved and each municipality will experience financial savings aggregated over time. 
Consolidating or sharing DPW facilities and operations will ultimately generate significant benefits 
by streamlining administration and leveraging the use of shared, versus individual, facilities, and 
equipment. The anticipated savings in this area are expected to result from: 

• Reduced commodities and parts costs through bulk purchasing.
• Reduced DPW project/roadway construction costs by better coordinating nearby work

across municipal borders to minimize equipment mobilization costs and achieve
purchasing economies of scale.

• Reduced recurring maintenance costs through the functional consolidation
(centralization) of certain specialized highway / public works functions, and enhancing
their capacity/capabilities through shared equipment/technology solutions that can then
be leveraged and deployed to other municipalities.

• Eliminated duplication of staffing required to administer, manage and monitor projects
and operational activities.

• Reduce potential environmental impacts and penalties resulting from simultaneous
public works projects occurring without coordination.

Throughout the Panel meetings, the following Highway Services items have come up as areas of 
interest, with interested partners seeking to share specific highway / public works services. These 
ideas are implementable in a short-term timeframe and are discussed below 

• Snow Plow Coordination, “Plow up / Plow down”
• Line Striping and Paving Coordination
• Safety Training Coordination

Other projects that have high savings potential but may require more time to scope and 
implement are listed in the Future Projects section of this report. Additional potential highway and 
DPW shared service projects are listed in the Long-term Section of this plan. 
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Project 2a: Snow Plow Coordination – “Plow Up / Down” 
Project Partners 

• Putnam County
• Town of Kent
• Town of Patterson

• Town of Philipstown
• Town of Putnam Valley
• Town of Southeast

* Several School Districts are also interested in participating, and will more fully consider
this in the Fall.

Putnam municipalities and school districts face significant annual snow removal costs for 
plowing roadways and public parking during the winter months. Besides the more obvious 
direct plowing costs (road de-icing supplies, personnel, equipment), a number of significant 
indirect costs also exist. Slippery roads deteriorate driving conditions which increases the 
number of traffic accidents. Extensive use of snow plows, salt  and  chemicals  damages 
roads, corrodes vehicles and bridges, and has a negative environmental impact. Also, routing 
inefficiencies exist where Town plows often must drive across miles of County roadways 
with their plows up, en-route to the Town roads they are to plow. Any opportunity to 
optimize winter plowing and de-icing operations can yield significant cost savings, and also 
improve safety and mobility, and reduce environmental impacts. 

Coordinating snow plowing operations for roadways and public parking lots to be most efficient, 
not necessarily based on (or limited to) municipal boundaries, but rather on available equipment 
and routing efficiency, is a smart way that municipalities can work together to accomplish this 
important work faster and at a lower cost. 

Implementing a coordinated shared service for municipalities to plow each other’s roads will save 
money by maximizing efficiency and leveraging underutilized equipment (driving with plows up). 
“Automated Vehicle Locator” (AVL) GPS technology that is available today can be used by 
partnering municipalities to optimize plowing routes and also automatically cross-bill for 
intermunicipal plowing. This technology can also be used to regulate and reduce de-icing material 
usage based on conditions, and can also be used to avoid applying road salt materials in 
environmentally sensitive areas. The system can also be used to provide drivers with turn-by- turn 
directions which can help facilitate the implementation of new routes. 

A less complex intermunicipal charge-back process can alternatively be developed based on 
road mileage or area size (parking lots). 

Several school districts have expressed an interest to consider partnering with their Town for 
parking lot plowing services. These will be considered in the Fall and it is expected to reduce 
plowing costs for school districts. 

• Village of Cold Spring*
(*not included in financial calculations)
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Length of Roads - Centerline Miles - Town vs County 

Town 158.71 101.46 68.18 56.85 92.45 82.48 560.13 
County 32.3 17.49 17.26 7.34 21.77 19 115.16 
Total 191.01 118.95 85.44 64.19 114.22 101.48 675.29 
% County 16.9% 14.7% 20.2% 11.4% 19.1% 18.7% 17.1% 

Budget Narrative 

Project Cost: A simple process might be manually implemented with minimum costs, 
based on using pre-negotiated annual pricing through inter-municipal agreements (IMAs) that 
can be based on road mileage or another mutually agreed relevant formula. 

Full process automation can be achieved using AVL technology. This can further reduce costs by 
more accurately regulating the flow (quantity) of road salt based on vehicle-based GPS sensors, 
improving salt conservation thereby extending spreader equipment range. While some 
municipalities already use AVL GPS technology for their fleet, the degree of interoperability and 
integration would need to be determined to accurately estimate implementation costs. This can 
be determined in a near-term timeframe. 

Fiscal Impact: Snow removal budgets were analyzed and a five-year average annual 
increase was calculated to estimate 2019 and 2020 snow removal costs. While computerized 
rerouting has not been performed to optimize routes and maximize savings, savings are estimated 
to be 2% of participants snow removal budgets. These savings are expected to be realized either 

through revenue collected from contracting with the County, or from savings realized from 
route optimization. The actual savings may be measured in monetary terms or in terms of 
travel time or travel distance or some combination of these factors. 
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Project 2b: Shared Line Striping and Paving Coordination 

Project Partners 

• Putnam County
• Town of Patterson
• Town of Southeast

Throughout the Shared Service Panel meetings and roundtables, it was noted that the Highway 
Superintendents and DPW Commissioners coordinate and share equipment and communicate 
on a frequent basis. Annual road paving activity, however, is not presently coordinated between 
the County, Towns, and Villages. Also, several Towns and Villages contract out line striping, while 
the County has line striping equipment that may be underutilized from time to time and therefore 
can become available to be used in other municipalities as a shared service. 

Coordinating paving projects through joint bidding can minimize equipment mobilization costs, 
which can represent up to 5% of a paving project cost. Further, joint bidding will maximize 
opportunities for volume purchasing discounts, which may further reduce paving unit costs. 
Avoiding outside costs to contract line striping can also save significant costs. 

Leveraging the County’s dedicated Purchasing Department may be a practical way to assist 
coordinating inter-municipal paving activity in concert with the Highway Superintendents. The 
Purchasing Department can coordinate paving plans with each interested Town and Village, and 
they can combine the specs to economize on the combined scale and procure the service at the 
most favorable terms and pricing. In addition, a central coordinator can assist in coordinating the 
paving schedules to facilitate an organized and synchronized approach to planned paving work 
in order to reduce equipment mobilization costs, reduce cost of purchased services or aggregates, 
and/or increase the ability to share specialized equipment or staff resources. 

The per-ton savings from joint purchasing, coupled with mobilization cost reductions are expected 
to net dividends in cost savings to participating municipalities, school districts and special districts. 

Also, developing shared services agreements to use the County line striping equipment can avoid 
significant contractor spending and maximize the return on investment in existing assets. 

Budget Narrative 

Project Cost: A simple process might be manually implemented by convening annual 
meetings to coordinate paving bids and resultant schedules. Necessarily, one time minimal costs 
for IMA preparation and incremental recurring costs for procurement and contracting activities will 
be incurred. 

• Village of Cold Spring*
(*not included in financial calculations)
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Fiscal Impact: 

Project 
Current 

Cost 

Ongoing 
Annual 

Cost 

Projected 
Full Annual 

Gross 
Savings 

Projected 
Full Annual 

Net 
Savings 2019 2020 

Tax Assessment 1,042,650 856,939 185,711 185,711 92,855 185,711 

4.b Long-term Projects 
As previously noted, Shared Service Panel Members also identified a longer-term collection of 
projects that will require additional time and effort in order to more thoroughly scope out and plan. 
These project opportunities will continue to be further developed by the Shared Service Panel in 
the coming year. 

Functional consolidation of County emergency communications 
equipment 
A project has been identified to centralize the purchasing, distribution and maintenance of 
emergency radio communication equipment. Centralizing and standardizing radio equipment 
across different municipalities and agencies will reduce costs through volume purchase discounts, 
but more importantly, ensure inter-operability across the different DPW, transportation, police, 
fire, and emergency response agencies. This will maximize the County’s disaster response 
capabilities by being able to integrate communication with any municipal vehicle. Centralizing this 
function will also eliminate redundant administrative activity across multiple municipalities. 

Shared Dog Control Services 
New York State law requires towns and cities and, in some cases, villages to appoint dog control 
officers. All of the Towns in Putnam County provide dog control services but most do not have full 
time Dog Control Officers (DCOs). They are either part-time, on-call, shared or contracted out. 

Dog control officers play an important role in public safety as they are responsible for capturing 
and impounding dangerous or stray animals, investigating cases of animal cruelty, enforcing 
licensing laws, providing expert testimony in court cases, rescuing trapped animals, writing 
incident reports, and providing humane care to animals under their supervision. Contracting the 
work can be costly and having part-time or on-call DCOs may lead to insufficient coverage when 
needed, especially during emergency situations. It can also be a challenge for municipalities to 
replace DCOs as they retire or provide backup in the event of illness or injury. 
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While the towns have varying levels of service (e.g., full-time, part-time, on-call), there is 
satisfaction with a low cost structure. This may not be sustainable over the long-term, particularly 
with succession planning. 

Sharing Dog Control services throughout the County can be an efficient way to expand coverage 
and share costs. The Putnam Society for the Prevention of Cruelty to Animals (SPCA) provides 
full-time DCO services to Putnam Valley, and provides backup services throughout the rest of the 
County. Participants are interested whether this resource can become even more of a shared 
resource to save costs in the future. 

Future Health Insurance Cooperatives 
There is interest among several municipalities to form or participate in a health insurance 
cooperative(s) to increase the medical benefits plan options that are offered to public employees. 
This can reduce employer and employee costs by offering plans with different levels of coverage 
to suit various employee situations and needs. Partnering is a practical way to provide additional 
benefits at reduced costs by pooling employees to reduce aggregate premium costs based on 
shared risk profiles and loss experience. 

Code Enforcement Services 
This collaborative approach to code enforcement involves individual pairs of municipalities 
sharing or consolidating code enforcement personnel between themselves. Particularly in cases 
where a municipality’s code enforcement function is especially short-staffed, sharing staff with 
another municipality may afford it a level of service, coverage and expertise that would otherwise 
be unaffordable if acting independently. 

The creation of a regional code enforcement system using inter-municipal agreement should be 
further developed and/or investigated, specifying the service delivery entity (or entities) and the 
types/levels of services to be provided. The payment for costs incurred can reduce unit costs and 
enhance the level of service. 

A regional code enforcement computerized application system could be administered by the 
county and billed to each municipality based upon modules / services rendered, or it can be 
created as a purchase of services agreement between municipalities. 

Redundant systems support activities can be eliminated with this approach, and this can be used 
to provide backup coverage to municipalities that have a dedicated code enforcement staff. 
Sharing a system can increase interoperability which can lead to future 

Digital Records Management 
The purpose of the project is to expand digitization of records for the County, towns, villages and 
special districts. Central organization of information infrastructure ensures uniform standards, 
greater security and control over records, and faster response time for record retrieval which 
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provides greater efficiency in government functions as well as reducing overall costs. This regional 
records management includes the digitization of documents for electronic retrieval, as well as, the 
possible creation of a regional archive and records storage facility. Records will be digitized and 
retained per the local retention schedule. 

All records will be reviewed, inventoried and purged pursuant to the individual records retention 
schedule, logged, prepared and scanned. A shared services module will provide individualized 
electronic access to records for each town, village or taxing district. In addition, this project will 
allow for public records to be viewed directly upon application of the proper security protocols, 
thereby increasing transparency and reducing the additional burden on employees. 

Shared Justice Courts 
There are a number of ways in which a town can share court facilities and services with a 
neighboring town or towns. Cooperation in this manner may help reduce the operational expenses 
of the court. In addition, it may allow smaller courts to take better advantage of technologies, 
equipment, staff, and facilities that improve the quality  of  service  that  the  courts offer the 
community. 

Villages also have the option of sharing court facilities. Villages, unlike towns, have the option of 
creating or dissolving their Justice Court. When a Village Court dissolves, court matters are 
transferred to the Town Court, which can save the Village a significant annual expense by sharing 
facilities, systems, and court personnel. 

Human Resources and Payroll 
None of the Towns or Villages have dedicated Human Resources (HR) personnel. The process 
supporting Civil Service laws around hiring is supported by the County Personnel Department. 
Opportunities may exist for the County Personnel Department to assume a greater role with HR 
generalist questions and issues for the Towns and Villages. This would free up existing Town and 
Village personnel that support this and other functions to be reallocated to other important primary 
activities. C 

Coordination of standard employee work place, risk management, and safety training can also be 
supported by a centralized group. This will ensure personnel are up-to-date on important training 
in order to assure their safety and reduce potential exposures to local governments. 

Sharing Tax Collector Services 
At present, the towns support their own tax collection function. Schools, villages, and towns each 
have different tax collection due dates. This would allow for the combined work to be spread over 
the calendar, thereby minimizing incremental personnel to support the different cycles. Improved 
automation can be jointly acquired, and offer additional payment options to property taxpayers. 
This would also free up existing government workers to support their other duties. 
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Each municipality could retain control and municipal cash flow liquidity can remain unaffected. 

Functional Consolidation of Storm Water Retention Outfall / Catch 
Basin / Storm Drain Maintenance and Street Sweeping 
Stormwater runoff, which is generated from rain and snowmelt events that flow over land or 
impervious surfaces, such as paved streets, parking lots, and building rooftops is a main source 
of non-point source pollution and can contain sediment, suspended solids, nutrients (phosphorus 
and  nitrogen),  heavy metals,  pathogens,  toxins,  oxygen-demanding  substances (organic 
material), and floatables. Stormwater runoff, and does not soak into the ground. The runoff picks 
up pollutants like trash, chemicals, oils, and dirt/sediment that can be detrimental to water quality 
and can harm our rivers, streams, and lakes. 

Federal law exists that requires permitting and monitoring of stormwater discharges from 
Municipal Separate Storm Sewer Systems (MS4s) in certain areas. These MS4 Systems must 
also remain in compliance with the State Pollutant Discharge Elimination System (SPDES) for 
Stormwater Discharges. 

With much of Putnam County being within a designated watershed area, it is particularly important 
that outflow and retention ponds, and other stormwater collectors are regularly cleaned, 
inspected, and maintained, in order: to be in compliance with these standards, to avoid backups, 
and to ensure the separation of inflows between storm and sewer systems where they exist. 

Outflow, catch basin, storm drain, and retention pond cleaning and maintenance requires 
specialized equipment and is a plannable activity that must be scheduled at regular intervals. The 
required ongoing inspections of these collectors for MS4 compliance is time consuming yet 
important work that takes limited DPW crews and supervisors away from other important public 
works activities. It is inefficient and cost prohibitive to have dedicated vacuum cleaning trucks in 
each municipality. Rather, having a centralized team to support this activity across multiple 
municipalities as a shared service that includes cleaning, maintaining, and inspecting these 
important infrastructure assets will maximize the return on investment in specialized training and 
equipment (by extending the use of personnel and equipment to support a larger group of 
municipalities). It also avoids duplicate costs and efforts for purchasing supplies and management 
overhead. Creating a centralized service for this activity will also increase DPW productivity by 
reducing redundant administrative overhead and by freeing up limited DPW personnel to 
undertake other priority work. 

Street Sweeping is a related, specialized DPW activity that is important to minimize the 
accumulation of sediment, debris and litter in public streets and gutters, thereby reducing the 
amount of material entering into the stormwater sewer system. Sweeping paved streets at least 
once per year is important for public and environmental safety, as well as for aesthetic reasons. 

By sharing the use of specialized street sweeping equipment to use across several Towns or 
Villages, this will maximize the return on investment in this specialized equipment, avoid duplicate 
spending by other municipalities (by sharing), and streamline process administration and 
operations across participating jurisdictions. 

GPS-based hardware and software solutions exist that can be implemented and used in 
conjunction with a well-designed shared services program to automate the cross-billing for street 
sweeping as well as other specialized shared services. 
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Sharing Information Technology Support Services 
Cloud based technology affords the opportunity to more centrally administer software and network 
maintenance and security. This can reduce redundant support needs and minimize associated 
costs across municipalities. Further, central management of certain Information Technology (IT) 
functions can greatly enhance computer security and information management practices and 
overall system availability and reliability. 

Currently, general areas where a duplication of effort and resources exist, includes, but is not 
limited to: 

• Multiple software applications
• Administrative office support
• Disaster recovery services
• Data warehousing
• Online information resources
• Website development and maintenance
• Teleconference services
• Application support

Utilization of Cloud based solutions opens up new opportunities for shared services by making it 
possible for Putnam County to obtain processing capability, storage capacity, and applications 
while reducing the need to expand their on-site data center. Additionally, hybrid Cloud 
technologies are available offering the option of deploying some shared services in the Cloud and 
other services in data centers; easily moving services between the two environments as 
circumstances dictate. 

Given the commonality in service and asset resources, the County and the Town and Village 
municipalities, are well-postured to partner in order to leverage Cloud based technology to prevent 
further duplication of efforts and avoid underutilization of current resources and assets. 

Truck Wash 
The driving force behind a regional truck wash is to implement a solution that may not be practical 
on a stand-alone basis, but it becomes cost-beneficial when shared by multiple entities to improve 
their individual efficiencies, reduce operational costs, and at the same time, improve 
environmental compliance. 

This project introduces a best management practice with respect to environmental compliance, 
while also reducing a hidden cost of service, and extending the useful life of vehicles. This is also 
easily replicable across the state. Developing a centrally located (Carmel) municipal bus/truck 
wash facility could be easily reachable and used by several nearby school districts and 
municipalities. 
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5. Fiscal Impact
Overall Impact of the CWSSI on Government Finances 
The plan projects recurring net savings exceeding $1.1 million annually. First-year savings of 
$588K reflect a six-month benefit timeframe. 

General notes on how the fiscal estimates were calculated: 

1. Financial data is based on Annual Financial Report data that is submitted by each
municipality to the NYS Office of State COmptroller for historical years, ending in FY
2017. Note that fiscal and calendar years may not be identical. Note that 2018 budgeted
amounts were not used due to limited timing.

2. For each tentative proposal, generated a summary of total expenditures.

3. For each tentative proposal, generated a summary after filtering for:

a. Municipal entities that have expressed interest.
b. Accounts that show expenditures for only one entity. This is based on the

observation that there would be nothing to share.
c. Expenditures that would be more applicable to other initiatives, e.g., contractual

expenditures for street sweeping are excluded from the joint purchasing initiative
but included elsewhere. However, equipment related to snow removal is counted
under consolidated purchasing.

4. Property tax levies are counted for potential participants.

5. Estimated baseline future property taxes for participating entities were projected based on
2017 actuals inflated by the average annual percentage increase from 2013 to 2017
(2.015%).

6. Plow-up/Plow-down Snow Plow Coordination excludes snow removal under county
contract to plow state roads. Excludes reserves.

7. No future inflation assumed.

8. Due to fluctuations, in several cases, used five-year averages rather than trends.
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Service Provider Third-Party / IMA Provider Name
Interest 

to 
Share? 
(Y/N)

Putnam County Shared Services Initiative
Municipal Services Inventory

Town of Patterson

Sanitary Sewer Waste Treatment Facility X X N
Court facilities (construction and 
maintenance) X N
Municipal CNG Fill Station X N





N/A INT IMA 3PTY VOL OTH

Service Provider Third-Party / IMA Provider Name
Interest 

to 
Share? 
(Y/N)

Community Development

Community planning and economic 
development X N
Zoning X N
Industrial development X N
Public housing X N

Emergency services

911 Dispatch w/ EMD X Putnam County Sheriff's Dept. N/A
Police department X Putnam County Sheriff's Dept. N/A
Fire protection X Putnam Valley Volunteer Fire Department N
Heavy rescue X Putnam County EMS N/A
Emergency medical ambulance (BLS) X Putnam Valley Volunteer Ambulance Corps. Y
Paramedic - advanced life support (ALS) X Putnam County Provided Fly-Cars N/A

Highway & Public Works Services

Road construction & maintenance X N
Street sweeping X N
Snow & ice control X Y
Snow removal from parking lots X N
Guiderail X Varies by bid. Y
Line striping X Varies by bid. Y
Traffic signals X Putnam County Highway Dept. N/A
Signs making X Putnam County Highway Dept. N/A
Street light maintenance X NYSEG N
Sidewalk repair & maintenance X N/A
Vehicle & equipment repair X N
Truck wash X N

Putnam County Shared Services Initiative
Municipal Services Inventory

Town of Putnam Valley
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