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Management Letter 

Board of Commissioners       October 3, 2024 

County of Potter 

Gunzburger Office Building 

1 N Main Street 

Coudersport, PA 16915 

 

Dear Commissioners, 

 

Kafferlin Strategies is pleased to present the attached Strategic Management Planning 

Program (STMP) plan for your review and approval. The completion of this plan marks 

an important milestone in Potter County’s commitment to thoughtful governance and 

long-term sustainability. We commend the board of commissioners and their 

administrative staff for their leadership and investment in this process. Additionally, we 

extend our gratitude to all the department heads and stakeholders who contributed their 

time and insights, always demonstrating openness and a collaborative spirit throughout 

this collective effort. 

 

The board of commissioners are caretakers of a precious inheritance, an institution 

passed down through generations. You have been entrusted with the stewardship of a 

county rich in history and potential. This inheritance requires constant cultivation and 

careful improvement, balancing the need for progress with the understanding that too 

much change at once can be disruptive. The challenges facing Potter County, 

particularly those related to population decline and budgetary shortfalls, present unique 

complexities. Unlike some areas where growth may lead to increased revenues, 

population decline does not equate to a proportional reduction in service costs. Many 

county services are already operating at minimum staffing levels, making it imperative to 

seek strategic, long-term solutions. While this plan does not offer simple solutions or 

silver bullets, it provides a structured approach and practical guidance to help navigate 

these challenges effectively. 

 

As you move forward, the implementation of this plan should be approached with 

flexibility and adaptability. It is recommended that the plan be reviewed and adjusted 

annually in conjunction with an annual strategic action plan to ensure it remains 

responsive to the county’s evolving needs. Immediate next steps include presenting the 
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document for adoption at a public meeting and preparing to apply for Phase II of the 

DCED's STMP program in January 2025. This will provide continued opportunities for 

growth and improvement, built on the work completed in this phase. 

 

Looking ahead, ongoing implementation will require sustained effort and commitment. 

Kafferlin Strategies stands ready to assist with future phases and to support the county 

in achieving its goals. We are honored and deeply grateful that Potter County entrusted 

us with this opportunity—our first STMP project. This collaboration has been invaluable, 

and we remain committed to offering our support and expertise as needed in the future. 

 

We appreciate the opportunity to contribute to the future of Potter County and trust that 

this plan will serve as a useful tool in guiding decision-making and fostering continued 

success. Your leadership and commitment to thoughtful governance will shape the 

county for years to come, and we are confident that with strategic implementation, 

Potter County will continue to thrive. 

 

 

 Warmly,      Sincerely, 

 

 

Lisa M. Hagberg, Partner    Benjamin Kafferlin, Partner 
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Strategic Management Planning Program 

Overview 

The Strategic Management Planning Program (STMP) is an initiative designed to offer 

proactive financial and managerial assistance to municipalities experiencing financial 

difficulties that have not yet been formally declared distressed. Administered by the 

Governor's Center for Local Government Services within the Department of Community 

and Economic Development, the STMP provides grants to local governments for the 

development and implementation of comprehensive multi-year financial and 

management plans. These plans are tailored to meet the specific needs of each 

municipality and are aimed at enhancing financial stability, operational efficiency, and 

administrative capacity.  

 

The program focuses on critical areas such as expenditure reduction, revenue 

enhancement, economic development strategies, and best management practices. By 

fostering regional cooperation and intergovernmental cost-sharing, the STMP seeks to 

promote sustainable economic growth and community revitalization, ensuring that 

municipalities can effectively plan for and manage their future financial circumstances. 

Through a structured process involving financial condition assessments, trend 

forecasting, emergency planning, management audits, and continuous implementation 

and review, the STMP equips local governments with the tools and resources needed to 

achieve long-term fiscal health and resilience. 

Program Objectives 

The program objectives include: 

● Engage in an assessment of managerial policies, procedures and practices 

relative to operations and service delivery and provide recommendations to 

enhance the efficiency, effectiveness and productivity of financial and human 

resources. 

● Provide the resources to assist local governments to identify, prioritize and 

address financial difficulties by implementing short- and long-term goals and 

objectives.  

● Strengthen the managerial and administrative capacity within local governments 

to develop, adopt, monitor and implement Multi-Year Financial Management 

Plans and incorporate this process into their annual budget process.  

● Engage in related management studies and operational improvements that will 

enhance financial administration and management of the local government.  
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● Implement a system of multi-year revenue and expenditure financial trend 

analysis, monitoring and forecasting so that local governments can anticipate 

and plan for future financial circumstances. 

● Support the adoption of best management practices and efficiency measures to 

increase municipal financial stability.  

● Promote multi-municipal and regional cooperation strategies and cost-sharing 

opportunities between two or more local governments. 

● Further the integration of sound community and economic development 

strategies to encourage the economic growth of a local government’s tax base 

over a multi-year period.  

Keystone Principles 

The Keystone Principles for Growth, Investment & Resource Conservation are a set of 

guidelines developed to promote sustainable economic development and resource 

conservation in Pennsylvania. By reference, these principles support the Strategic 

Management Planning Program (STMP) by providing some operating rules for the plan, 

and thus the county to follow in order to achieve fiscal stability, efficient infrastructure 

use, regional cooperation, and community revitalization, ensuring that local 

governments can implement strategies that foster long-term economic growth and 

environmental stewardship. 

 

● Redevelop first, support reuse and redevelopment of previously developed 

sites, conserve heritage resources, support rehabilitation of historic buildings.  

● Provide efficient infrastructure, use and improve existing infrastructure, 

provide transportation choice, require service expansions to be consistent with 

plans.  

● Concentrate development, support infill and compact development, foster well-

designed neighborhoods.  

● Increase job opportunities, retain and attract a diverse workforce, invest in 

businesses offering quality jobs.  

● Foster sustainable businesses, strengthen natural resource-based industries, 

support renewable energy, construct green buildings.  

● Restore and enhance the environment, conserve sensitive lands, promote 

respectful development.  

● Enhance recreational and heritage resources, maintain and improve 

recreational assets, support adaptive reuse of historic resources.  

● Expand housing opportunities, support construction and rehabilitation of 

diverse housing types, coordinate housing with jobs and infrastructure.  

● Plan regionally, implement locally, support multi-municipal planning and 

implementation, provide education and funding for regional projects.  
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● Be fair, support equitable sharing of development benefits and burdens, ensure 

fair consideration for rural projects. 

Early Intervention Program 

In 2008, Potter County engaged with Susquehanna Group Advisors, Inc. to develop a 

five-year financial management plan under the Pennsylvania Department of Community 

and Economic Development's (DCED) Early Intervention Program (EIP). The EIP was 

designed to provide municipalities with financial and managerial support to address 

fiscal challenges proactively and establish long-term sustainability strategies. The 

resulting financial management plan aimed to provide a structured approach to 

improving the county’s fiscal health through recommended policy changes, financial 

planning, and operational adjustments. This plan expired in early 2014, and while some 

progress was made, many of the recommendations were not fully implemented. 

 

As part of the 2024 Strategic Management Planning Program (STMP), the previous EIP 

report was reviewed to identify incomplete recommendations that remain relevant to 

Potter County’s current challenges. Those recommendations that were still applicable 

and aligned with the county’s present-day needs were incorporated into this updated 

plan to build upon prior work and maintain continuity in addressing long-term fiscal 

sustainability. However, a significant number of recommendations from the 2008 plan 

were found to be either outdated, impractical given the county’s evolving priorities, or 

otherwise inadvisable based on current circumstances. These recommendations were 

not carried forward into the 2024 plan, ensuring that the focus remains on practical, 

actionable strategies that align with the county’s present-day financial realities and 

operational capabilities.  

Engagement 

On January 25, 2024, Potter County issued a Request for Proposal seeking qualified 

consultants to assist with the development and implementation of a Strategic 

Management Planning Program. The RFP detailed the county's need for a 

comprehensive financial and managerial review to improve fiscal stability and 

operational efficiency. This initiative aimed to provide a structured approach to 

addressing financial challenges, optimizing resource allocation, and enhancing service 

delivery. Responses were due by February 16, 2024, and Kafferlin Strategies LLC 

submitted a detailed proposal that outlined relevant qualifications, experience, and 

competitive pricing. 

 

Following a thorough review and interview process, during which Kafferlin Strategies 

demonstrated its strategic approach, and understanding of the county's unique 
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challenges, the county commissioners selected the firm’s proposal. On March 17, 2024, 

the commissioners officially voted to approve the proposal, marking the beginning of a 

structured and collaborative effort to guide the county's strategic planning process. 

 

To formally initiate the project, a kick-off meeting was held on April 19, 2024, bringing 

together key stakeholders, including county leadership and department heads. This 

meeting served as a foundational step in the project, fostering alignment among 

stakeholders, clarifying roles and expectations, and establishing a clear roadmap for the 

successful execution of the Strategic Management Planning Program. The collaborative 

effort set in motion during the kick-off meeting reflects the county’s commitment to 

proactive planning and continuous improvement. 

  

County Objectives 

Potter County is committed to the development and implementation of a multi-year 

financial management program and strategies, and to that end, have contracted to work 

with a consultant with the following objectives: 

● Strengthen multi-year financial planning processes for the County.  

● Assist the County on a Strategic Management Planning Program basis to identify 

and address financial difficulties. 

● Develop the internal capacity within the County so that it is able to develop, 

adopt, monitor, and implement Multi-Year Financial Management plans and 

incorporate this process into the annual budget process. 

● Assess possible revenue creation in a county which has limited taxation ability.  

● Conduct related management studies that will improve the management, 

financial administration, operations, and economic development activities within 

the County. This part of the study should include but not be limited to an analysis 

of the appropriate structure, command, scheduling, and staffing levels of each 

department and a review of current practices compared to established “best 

practices” and standards of excellence for local government service delivery. It 

should also include a review of all current collective bargaining agreements and 

recommendations regarding cost containment and cost sharing for relevant 

departments and operations. [waiting to see if less CBAs in June] 

● Implement a system of multi-year revenue and expenditure financial monitoring 

and trend analysis so that the County can anticipate and plan for future financial 

circumstances. This includes analysis of retirement plans, liability and health 

insurance coverage and cost. 

● Determine and establish the adoption of “best practices” for management of the 

County and develop standards that support financial stability. 
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● Provide a mechanism by which the County may adopt prioritized short- and long-

term goals and objectives for subsequent adoption and implementation.   

● Explore the opportunities for promoting inter-municipal and regional cooperation 

strategies and cost-sharing among area county governments. 

Deliverables 

To meet those objectives, the consultant has agreed to a five step process, creating the 

following in a comprehensive document: 

● Step 1: Financial Condition Assessment – This assessment is to be 

performed as a means to establish a realistic baseline of the County’s historic 

and financial condition. A review of each fund starting with the General Fund and 

all other funds that exist for the County. This review should include a minimum of 

four (4) years of detailed historical financial data. 

● Step 2: Financial Trend Analysis – Performed over a multi-year period, this 

analysis will project future revenue, expenditure, economic and demographic 

trends for at least a three (3) year period so that the County can understand its 

future financial position and take immediate steps to counteract any negative 

trends. 

● Step 3: Management Audit – With assistance from the consultant, the County 

shall perform a management audit of all departments and operations. The audit 

is to include narrative summaries of each department comprised of budget and 

personnel information as well as other relevant data. This data is to be supported 

by interviews with members of the governing body, department heads, and key 

staff members as may be required in order to facilitate the most comprehensive 

view of the County’s most critical operational needs. Recommended structure, 

command, scheduling and staffing levels (based on “best practices” for local 

government service delivery) should be provided for each department so that it 

will be possible for management to use a “benchmarking” strategy to address 

operational deficiencies. The management audit shall encompass any and all 

areas outlined by the County Commissioners during the interview and consultant 

selection process. 

● Step 4: Multi-Year Plan Strategy – The Plan, at its foundation, will identify the 

County’s top three financial management priorities. Additional prioritization 

should be conducted at the departmental level, and interdepartmental objectives 

that are countywide. These should be detailed in the Plan. Each objective is to 

contain a detailed action plan that describes: 1) policy objectives to be achieved; 

2) budgetary impact; 3) timing and deadlines for each action step; and 4) which 

employee and/or department has the primary responsibility for the objective. 

● Step 5: Multi-Year Plan Implementation – The Strategic Management Planning 

Program is an ongoing process and an adopted plan must be evaluated, 
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adjusted and adopted each year. A master implementation schedule should be 

created that specifies key deadlines for each objective set forth in the Plan. Key 

to the ultimate implementation of the Plan, this schedule will serve to monitor 

whether or not individual department objectives are being met, thus providing a 

means by which the Board of County Commissioners can measure overall 

progress in implementing the Plan. 

Deliverable Due Dates 

The county and consultant agreed to have Step 1 & 2 substantially complete by June 

14, 2024, including the multi-year condition assessment as well as the future 

forecasting. Step 3, the management review, was agreed to be completed by July 26, 

2024. Step 4, the five year plan, and Step 5, the implementation schedule, were agreed 

to be due September 6 and 30, respectively but were extended to substantially 

complete and ready for review at the October 3, 2024 commissioner meeting. That said, 

Potter County Commissioners graciously allowed for Kafferlin Strategies to continue to 

copyedit and refine it until the publish date.  
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Kafferlin Strategies 

Kafferlin Strategies LLC is a management consulting firm focused on small 

Pennsylvania local governments. The company is known for strategic planning, 

comprehensive budgeting, operations reviews, interim management, and executive 

search. Founded in 2013, the company is owned by four partners and seeks a thriving 

Pennsylvania. The company was honored to be selected by Potter County to complete 

the STMP and used the following team members. 

Team 

Ben Kafferlin is a Partner of Kafferlin Strategies LLC, where he has experience 

working with local governments including townships, boroughs, counties, and small 

cities in Pennsylvania. He is a former two-term Warren County Commissioner. He has 

bachelor’s degrees in political science and economics and a master’s in public 

administration. He was the primary project manager for the STMP, and was primary on 

the trend analysis, many of the management reviews, and implementation schedule. 

 

Lisa Hagberg is a Partner at Kafferlin Strategies LLC, where she primarily consults 

local governments on fiscal and human resources. She served as a borough manager 

for over ten years, a county administrator for three years, and a tax accountant for 

twenty years primarily working on local government accounts. Her bachelor’s is in 

accounting. She took the lead on the financial conditions assessment and many of the 

management audits. 

 

Doug Kafferlin is a Partner at Kafferlin Strategies LLC where he primarily supports 

clients with information technology consulting, process engineering, and community 

engagement. He is a retired CEO and holds a bachelor’s degree in engineering.  

 

Brian Zeybel is a consultant specializing in law enforcement-related activities. He is a 

retired State Trooper with the Pennsylvania State Police, and subsequently a county 

sheriff. He primarily supported the STMP by completing management reviews of 

departments related to law enforcement. 

 

Jeff Davidek is an entrepreneur and former Senior Vice President for the predominant 

pension management firm for Pennsylvania counties, where he helped managed 

portfolios worth over $1.5 billion. He reviewed the county’s retirement plan in detail. He 

is a lecturer at Grove City College and holds a degree in economics from Allegheny 

College.  
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Michael Rearick is the Director of Client Outreach at MCM Consulting Group, Inc. He 

specializes in 911 and emergency management and was previously of a county Office 

of Emergency Services. He was primarily responsible for management reviews related 

to emergency services. 

 

Diane Chido, is the founder of Erie-based research firm DC Analytics and an adjunct 

instructor at the Institute for Intelligence Studies at Mercyhurst University. She has over 

25 years of experience in security, intelligence, and socio-cultural and economic 

development. She holds an M.S. in Applied Intelligence Analysis and an M.A. in 

Russian Language. Diane contributed to the STMP by conducting analysis related to 

population trends.  

 

Stephanie Fera, Esq. is a partner in Gabriel Fera, a Pittsburgh-based law firm 

specializing in labor-related law, mostly serving Pennsylvania local government. Her 

role primarily related to reviewing staffing levels, collective bargaining agreements, and 

human resources procedures. She earned her Doctor of Law from the University of 

Pittsburgh School of Law. 

 

Brian Bull is a Certified Pennsylvania Evaluator (CPE) and the Chief Assessor of 

another Pennsylvania county. He helped to evaluate the assessment department and 

provide recommendations related to taxation, tax claim and tax assessment.  

 

Tyler Nichols is a vice president of a Fortune 500 company where he oversees 

infrastructure solutions. He primarily served by reviewing the capital volatility of facilities 

from building envelope to mechanical, electrical, and plumbing in order to build a capital 

improvement plan. He is a graduate of Grove City College where he studied 

entrepreneurship and industrial engineering. 

 

Michael Logut is a Principal of Seubert & Associates, Inc. where he has been since 

2011. He handles benefits transparency to reduce medical and pharmacy spend. He 

assisted with reviewing health care costs and projections. He is a graduate of Slippery 

Rock University. 

 

Todd Fantaskey is an environmental consultant with Northwest Soil Services where he 

has been for 25 years. He served as a conservation district manager for 10 years before 

that and consulted on activities related to conservation for the STMP. He is a graduate 

of Lock Haven University in environmental sciences. 

 

Jeff Steiert joined the MCM Consulting Group, Inc. team with an extensive background 

in public safety. He brings a broad spectrum of frontline, administrative and operational 
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management experience to the MCM team. Jeff started his public safety career at 

Northampton County as a 911 dispatcher and remained with the county for twenty-three 

years holding additional positions of systems manager and deputy director. He has 

managed both the 911 and emergency management divisions. Prior to his work with 

Northampton County, Jeff worked in public safety as an EMT and paramedic. 

Method 

Kafferlin Strategies employed a comprehensive and structured approach in the 

development of the (STMP), going beyond the normal internal focus, ensuring a 

thorough evaluation of the county’s financial and landscape. The process began with a 

kick-off meeting on April 19, 2024, which brought together key stakeholders, including 

county commissioners, some department heads, and other relevant personnel. This 

initial meeting was instrumental in fostering collaboration, clarifying expectations, and 

establishing a clear project roadmap to guide the planning process effectively. 

 

Following the kick-off, Kafferlin Strategies initiated an extensive data collection phase, 

gathering detailed fiscal information from all relevant departments and demographic 

information. A significant challenge in this phase stemmed from the county’s use of 

separate financial systems across departments, compounded by a recent transition to 

new accounting software. These factors created inconsistencies in data reporting and 

tracking, necessitating a meticulous effort to align and reconcile financial records. By 

carefully reconstructing financial data, the firm was able to develop a more accurate and 

realistic baseline for assessing the county’s financial health. 

 

Once the fiscal data was consolidated, a detailed trend analysis was conducted, 

examining historical financial records to identify patterns and project future financial 

conditions. This analysis provided valuable insights into revenue and expenditure 

trends, helping to forecast potential fiscal challenges and opportunities. Individual 

meetings were then held with department heads and key external stakeholders to gain a 

deeper understanding of operational challenges, resource needs, and strategic 

priorities. These discussions revealed critical insights into departmental functions and 

areas for potential improvement, contributing to a well-rounded perspective on the 

county’s operational landscape. 

 

The final phase of the STMP process involved the development of a comprehensive 

implementation plan and schedule. This plan outlined actionable steps, assigned 

responsibilities, and included rough budget estimates to support informed decision-

making. The plan prioritized the county’s most pressing needs while emphasizing 

collaboration and long-term sustainability. By focusing on achievable objectives and 
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phased implementation, the plan provides a strategic framework to guide the county 

through its next steps. 

 

The structured approach taken by Kafferlin Strategies resulted in a robust and 

actionable Strategic Management Plan. This plan equips Potter County with the 

necessary tools and strategies to enhance fiscal stability, optimize operational 

efficiency, and position the county for sustainable growth. The collaborative effort 

between the consulting firm and county leadership underscores a shared commitment 

to proactive planning and continuous improvement in service delivery. 
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County Profile 

Potter County, situated in the center of Pennsylvania's northern tier, is renowned for its 

expansive forests, rolling hills, and abundant outdoor recreational opportunities. Often 

referred to as "God's Country," the county's natural beauty is a significant draw for both 

residents and visitors. 

 

As of the 2020 census, Potter County's population was 16,396, ranking it as the fifth-

least populous county in Pennsylvania. The county spans approximately 1,081 square 

miles, making it the sixth-largest in the state by total area. This results in a low 

population density of about 15.2 people per square mile. 

 

Demographically, the county is predominantly White, with 95.7% of residents identifying 

as such. Other racial groups include Black or African American at 0.4% and individuals 

of other races at 3.4%. Hispanic or Latino individuals of any race make up 1.7% of the 

population. 

 

The median household income in Potter County is approximately $59,840, which is 

below the state median. The county also has a higher median age of 48.1 years, 

indicating an aging population. This demographic trend presents challenges for 

workforce availability and economic development. 

 

Economically, Potter County employs approximately 6,830 people. The largest 

industries include manufacturing, which employs 982 people; health care and social 

assistance, employing 940 people; and retail trade, with 713 employees. The highest-

paying industries are mining, quarrying, and oil and gas extraction, with an average 

salary of $64,120; utilities at $63,333; and professional, scientific, and technical 

services, averaging $61,063. 

 

Despite its natural assets and strong community ties, Potter County faces several 

challenges. The population has been declining, with a 7.1% decrease from 2010 to 

2022. This decline, coupled with an aging demographic, impacts the local economy and 

the provision of services. Additionally, while the county's unemployment rate is not 

specified in the available data, the economic structure and demographic trends suggest 

potential employment challenges. 

Population 

Potter County, like many rural communities, is experiencing a declining and aging 

population, a trend that has significant implications for its future. At the time of the last 
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decennial census, the county's population was approximately 16,400. Projections from 

the Center for Rural Pennsylvania indicate a continued decline in the coming years, 

which presents challenges that extend across economic, social, and governmental 

domains. 

 
 

A shrinking population can lead to a reduced labor force, making it more difficult for 

local businesses to find employees and potentially deterring new enterprises from 

establishing operations in the area. This contraction can slow economic growth and 

reduce the county's overall competitiveness. As the population decreases, the cost per 

capita for maintaining infrastructure and public services, such as schools, healthcare 

facilities, and transportation networks, can increase. This situation often results in 

difficult decisions about consolidating or reducing services, which can further impact the 

quality of life for remaining residents. 

 

Population decline can also erode the social fabric of communities. With fewer 

residents, civic engagement may diminish and sustaining cultural and recreational 

activities becomes more challenging. Community organizations and events that 

contribute to a vibrant communal life may struggle to continue operating. An increasing 

median age within the population places additional strains on healthcare services and 

the local economy. A higher proportion of elderly residents often correlates with greater 

demand for medical care and support services, while simultaneously reducing the 

available workforce and consumer base. 

 

Addressing these challenges requires proactive and strategic planning. Efforts could 

include developing policies and programs aimed at attracting and retaining residents, 
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such as economic incentives for businesses, investment in quality-of-life improvements, 

and initiatives to enhance educational and employment opportunities. Creating a 

welcoming environment for diverse populations and exploring avenues for sustainable 

development may also help mitigate the adverse effects of population decline. 

 

Understanding the multifaceted impact of demographic changes is crucial for Potter 

County as it navigates these challenges and seeks to build a resilient and prosperous 

future. Long-term planning that accounts for shifting demographics will be necessary to 

ensure fiscal stability, operational efficiency, and community vitality. 

 

 
The above chart illustrates the projected percentage of population decline for Potter 

County and the surrounding counties in the near future. The decline in rural counties is 

a common trend as people migrate to urban areas in search of employment 

opportunities, better access to services, and other factors that contribute to quality of 

life. Given that this trend is prevalent across the region, it is recommended that Potter 

County pursue collaborative efforts with neighboring counties to develop regional 

strategies that address shared challenges related to population decline, economic 

development, and workforce retention, especially through the collaborative work of the 

PA Wilds initiative. 

 

While some individuals have likely relocated to Potter County due to their ability to work 

remotely and their preference for rural living, this trend remains relatively small. For it to 

significantly counterbalance the projected decline, greater efforts are needed to attract 

and support remote workers. Enhancing infrastructure such as broadband internet 

access, promoting the region’s quality of life to urban professionals, and fostering a 
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strong sense of community could help position Potter County as a desirable location for 

remote work. However, a more aggressive approach to marketing these opportunities 

and offering incentives may be required to see meaningful results. 

 

Retaining the county's existing young population is another critical component in 

addressing population decline. Encouraging students to remain in the county requires a 

multi-faceted approach that includes raising awareness of career opportunities within 

Potter County, ensuring access to the necessary training and educational resources, 

and providing clear pathways to employment. The Potter County Comprehensive Plan 

addresses many of these concerns, outlining strategies to connect students with local 

employers and highlight available career paths. Additional efforts, such as facilitating 

mentorship programs, job shadowing opportunities, and internships with local 

businesses, could further strengthen these efforts. 

 

Engaging students with real-life success stories from individuals who have moved to 

Potter County to work remotely may also provide valuable insights and inspiration. 

Exposing students to professionals who have successfully established careers while 

enjoying the benefits of rural living could broaden their understanding of potential 

opportunities. This outreach could include guest speakers in schools, career fairs, and 

social media campaigns showcasing the benefits of living and working in Potter County. 

A proactive and collaborative approach, both within the county and with neighboring 

regions, will be essential to mitigating the effects of population decline and fostering 

sustainable community growth. 
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Age 

The following two charts present the population distribution of rural Pennsylvania by 

cohort as of 2020, alongside a detailed breakdown of Potter County’s population by age 

range. These charts provide valuable insights into the demographic composition of both 

the region and the county, highlighting key trends that influence long-term planning and 

service provision. 

 

A review of the data reveals an aging population, with a significant proportion of 

residents in older age brackets. This trend has important implications for the county’s 

future, as an aging population typically results in increased demand for healthcare 

services, social support programs, and senior-friendly infrastructure. Conversely, the 

working-age population is shrinking, which poses challenges in terms of workforce 

availability and economic vitality. As fewer younger individuals remain in the county, 

businesses may struggle to fill positions, and the tax base could erode, placing 

additional financial strain on public services. 

 

The comparison of Potter County's age distribution with that of rural Pennsylvania 

provides context for understanding the county’s unique demographic challenges and 

opportunities. While rural Pennsylvania as a whole is experiencing similar trends, Potter 
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County’s population skew may necessitate targeted interventions to address local 

needs more effectively. Efforts to retain young adults and attract new families will be 

critical in ensuring a balanced age distribution and sustaining economic and social 

stability. 

 

The charts also highlight the importance of workforce development initiatives, 

educational opportunities, and targeted economic development strategies that align with 

the county's demographic realities. Encouraging younger residents to stay and 

attracting new working-age individuals through remote work opportunities, quality-of-life 

improvements, and career pathways could help address these demographic challenges. 

Understanding the county’s age distribution is crucial for planning future public services, 

economic strategies, and infrastructure investments. Policymakers should use this data 

to inform decisions related to healthcare, housing, transportation, and workforce 

development to ensure that Potter County remains resilient and responsive to the 

evolving needs of its residents. 

. 

Dependency Ratio 
The dependency ratio measures the proportion of the population that is classified as 

pre-working age (children) and post-working age (elderly) compared to the working-age 

population. This metric provides valuable insight into the relative tax burden placed on 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 26 Kafferlin Strategies 

the working-age population when comparing different regions. A higher dependency 

ratio indicates a greater proportion of non-working residents who rely on public services, 

which can place fiscal pressures on local governments and taxpayers. 

 

The chart below, based on 2017 data, illustrates that Potter County has a relatively high 

dependency ratio compared to the Commonwealth of Pennsylvania. Specifically, the 

elderly population in Potter County is 11.7 percent higher than the state average, while 

the child population is 3.3 percent higher. These figures suggest a potentially greater 

demand for healthcare, social services, and educational resources within the county. 

Although a higher dependency ratio may initially suggest a significantly greater financial 

burden on the local working-age population, it is important to recognize that many of the 

services that support children and the elderly are funded through state and federal 

programs. These external funding sources help offset some of the financial strain at the 

local level. Programs such as Medicaid, Medicare, Social Security, and state-funded 

education initiatives contribute to meeting the needs of these dependent populations, 

reducing the direct fiscal impact on the county government and taxpayers. 

 

 
 

However, despite the availability of state and federal funding, a high dependency ratio 

still presents challenges for local service delivery and economic sustainability. An aging 

population may require increased healthcare services, senior housing options, and 

specialized transportation solutions, while a higher percentage of children necessitates 
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investments in education, childcare, and recreational opportunities. Ensuring that the 

county's infrastructure and services can meet these evolving demands will require 

careful long-term planning and resource allocation. 

Understanding Potter County’s dependency ratio is critical for developing strategic 

policies that address both immediate and future needs. The county may need to explore 

strategies for attracting and retaining working-age residents to balance the population 

structure, such as promoting job opportunities, enhancing quality of life, and supporting 

initiatives that encourage younger families to settle in the region.  

Ethnicity 

The ethnic makeup of Potter County is predominantly white, with 95.9 percent of the 

population identifying as such, compared to the state of Pennsylvania, where the white 

population accounts for 61.6 percent. The remaining population in Potter County 

includes 1.7 percent Hispanic or Latino, 1.2 percent identifying as two or more races, 

0.6 percent Asian, 0.6 percent African American, and 0.4 percent Native American. 

These figures indicate a significantly lower level of racial and ethnic diversity compared 

to the broader state demographic profile. It is worth noting that rounding in the data 

results in a total percentage exceeding 100 percent. 

 

The relatively homogenous demographic composition raises important questions about 

whether or not the community will be welcoming to other demographics that might 

bolster the population. Possible barriers to non-white individuals living or working in 

Potter County could include economic opportunities, social and cultural integration, and 

access to community resources. Employment prospects, housing availability, and 

perceptions of inclusivity may all play a role in influencing whether individuals from more 

diverse backgrounds choose to relocate to or remain in the county. 

 

Economic opportunities are a key factor in attracting and retaining a diverse population. 

If industries and employers within the county are not actively recruiting from broader 

talent pools or offering competitive wages and benefits, it may limit the county’s appeal 

to non-white professionals and job seekers. Additionally, the availability of affordable 

and inclusive housing options could influence the ability of diverse populations to settle 

in the area. 

 

Social and cultural factors also play a critical role in determining whether individuals 

from different racial and ethnic backgrounds feel welcomed and included within the 

community. The presence of cultural organizations, religious institutions, and support 

networks that cater to diverse populations can contribute to a sense of belonging and 

integration. Conversely, the absence of such resources may create perceived or real 

barriers to entry for individuals considering moving to Potter County. 
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Furthermore, access to essential services, such as healthcare, education, and legal 

support, can be a determining factor for diverse populations when choosing where to 

live and work. Ensuring that these services are culturally competent and accessible to 

all residents, regardless of background, is an important consideration for fostering a 

more diverse and inclusive community. 

 

To better understand and address potential barriers to diversity, the county may 

consider conducting targeted outreach efforts, engaging with community leaders from 

diverse backgrounds, and assessing policies that could impact inclusivity. Encouraging 

open dialogue and actively working to create an environment where all individuals feel 

valued and welcomed will be critical in promoting demographic diversity and enriching 

the cultural fabric of Potter County. 

Veterans 

Potter County has a very high percentage of military veterans at about 10%, only behind 

Warren County (12%) and Tioga County (11%). 
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A disproportionate percentage of those veterans served in the Vietnam War, and were 

disproportionately underrepresented in the Gulf War, which is consistent with the age 

demographics of the county.  

 

Migration 

The migration in and out graphs provide valuable insights into the movement patterns of 

Potter County's population. These graphs illustrate where younger residents are 

relocating and where older individuals are moving from when they return to the county. 

Understanding these trends is essential for developing strategies to retain younger 

populations and support the needs of returning retirees. 

 

The regional data indicates that younger individuals, particularly those in their twenties 

and thirties, are leaving areas like Potter County in significant numbers. Many are 

relocating to urban areas and regions with more diverse economic opportunities, such 

as Pittsburgh, Philadelphia, and out-of-state metropolitan areas like Buffalo and New 

York City. The primary drivers behind this out-migration include access to higher 

education, career advancement opportunities, and amenities not readily available in a 

rural setting. Young professionals often seek areas with stronger job markets, higher 

wages, and vibrant social and cultural scenes, which Potter County struggles to provide 

due to its limited employment opportunities and relatively isolated geographic location. 

 

Conversely, the migration of older adults into Potter County suggests a trend of retirees 

or near-retirees returning to the area after spending much of their working lives 

elsewhere. The data indicates that many of these individuals are moving back from 

larger cities within Pennsylvania and surrounding states, such as New York and Ohio. 

Several factors contribute to this in-migration, including the lower cost of living, 

familiarity with the area, and the appeal of the county’s natural beauty and slower pace 
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of life. Many retirees seek to return to their roots, reconnect with family, and take 

advantage of the county’s outdoor recreational opportunities, which offer a desirable 

lifestyle for those no longer in the workforce. 

 

While the return of retirees provides some economic benefit to the local community, 

primarily through property taxes and local spending, it does not compensate for the loss 

of the younger, working-age population. The declining youth population contributes to 

workforce shortages, school enrollment declines, and a shrinking tax base, which puts 

increased pressure on local services and infrastructure. 

 

Addressing these migration patterns requires a multifaceted approach. Retention efforts 

could focus on creating economic opportunities that appeal to younger demographics, 

such as expanding remote work options, promoting entrepreneurship, and investing in 

industries that align with the skills and interests of younger residents. Additionally, 

marketing Potter County as an attractive destination for families and professionals who 

value a high quality of life in a rural setting may help counteract the outflow of younger 

residents. 

 

At the same time, efforts should be made to better accommodate the needs of the 

returning older population by ensuring adequate healthcare services, senior-friendly 

housing options, and recreational opportunities that align with their lifestyles. 

Understanding these migration trends allows for more targeted policy interventions 

aimed at balancing the demographic challenges facing Potter County. 

.  
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These statistics show a net outflow of 345 people from 2016 to 2020. The charts show 

inflows from more highly populated areas and further away, while outflows are to more 

rural areas nearby, with some overlap between the two. It is recommended that efforts 

be made to encourage young people to stay in the county while promoting immigration 

from urban areas of remote workers. 

Quality of Life & Quality of Place 

History 

Part of the quality of life is the access to historic and cultural events and experiences. 

Museums and other historic places often become the location for cultural events which 
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build community. Below is a list of the historic places per county.

 
Potter County may not boast as many historical landmarks as some other Pennsylvania 

counties, but it still offers a rich tapestry of historical and cultural attractions.  Visitors 

can explore the past at the Potter County Historical Society Museum, which houses 

artifacts and exhibits that showcase the area's heritage. The Lumber Heritage Museum 

provides insight into the county's significant lumbering past, while the Austin Dam 

Memorial Park stands as a solemn reminder of the devastating 1911 flood. These and 

other cultural centers are often supported by local non-profit organizations, whose work 

is vital in preserving these important historical sites for future generations. Continued 

support for these organizations is essential to ensure that Potter County's historical 

treasures are maintained and accessible to all who wish to experience them. 

Health 

Health Insurance 

The charts below show the proportion of Potter County residents covered by Health 

Insurance and what type (Public/Private) coverage they have. 
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The table and chart below show the monthly premium costs for an Affordable Care Act 

(ACA) health plan for a 40-year-old individual living in Potter County or a neighboring 

county. Premium costs are displayed at various income levels and reflect subsidies 

applied based on income to lower the final cost for eligible individuals.  

 

 











Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 38 Kafferlin Strategies 

Lyme’s Disease 

Lyme disease poses a significant public health concern for Potter County, given its 

heavily forested landscape and outdoor recreational culture. The county is the highest 

per-capital infection rate than anywhere in the state. The county's abundant natural 

areas, which attract residents and visitors alike for hiking, hunting, and other activities, 

create an environment where exposure to ticks carrying Lyme disease is more likely. 

The prevalence of Lyme disease in the region has implications not only for public health 

but also for the local economy, as concerns about tick-borne illnesses could impact 

tourism and outdoor activities that are central to the county’s identity and economy. 

 

 
Efforts to mitigate the spread of Lyme disease should include public education 

campaigns to raise awareness about prevention strategies, such as the use of 

protective clothing, tick repellents, and proper tick removal techniques. Additionally, 

promoting regular tick checks after outdoor activities and ensuring that healthcare 

providers are well-equipped to diagnose and treat Lyme disease promptly can help 

reduce the long-term effects of the illness. 

 

The county may also consider collaboration with local and state health departments to 

explore integrated pest management strategies, such as habitat modification and 

targeted control measures to reduce tick populations in high-traffic areas like parks and 

trails. Providing informational materials at popular recreational sites and engaging with 
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schools to educate students on prevention methods could further support county-wide 

awareness and response efforts. 

 

Given the increasing incidence of Lyme disease across Pennsylvania, Potter County 

should take proactive steps to address this issue through community outreach, 

healthcare partnerships, and policy initiatives aimed at reducing exposure and ensuring 

timely medical intervention for affected individuals. 

Drug-Related Death 

The devastating impact of drug-related deaths is a pervasive issue that has garnered 

significant media attention, and Potter County is unfortunately not exempt from this 

crisis. The provided chart, illustrating the number of overdoses per 100,000 residents 

per county for 2023, reveals that Potter County falls within the mid-range of 35-59.9 

overdoses per 100,000 residents. This alarming statistic underscores the severity of the 

drug overdose problem within the county and highlights the urgent need for targeted 

interventions and comprehensive strategies to address this public health emergency. 

 

The implications of this data are far-reaching, affecting not only individuals struggling 

with addiction but also their families, communities, and the healthcare system as a 

whole. The high rate of drug overdoses places a substantial burden on healthcare 

providers, law enforcement agencies, and social services, straining resources and 

hindering the ability to effectively respond to the crisis. Furthermore, the loss of life and 

the associated economic costs resulting from drug overdoses have a devastating 

impact on the community, eroding social cohesion and hindering economic 

development. 

 

Addressing this complex issue will necessitate a multi-faceted approach that 

encompasses prevention, treatment, and harm reduction strategies. Prevention efforts 

could include public awareness campaigns to educate residents about the risks of drug 

use, early intervention programs to identify and support individuals at risk of addiction, 

and initiatives to reduce the availability of illicit drugs within the community. Treatment 

options should be expanded and made accessible to all individuals struggling with 

addiction, including medication-assisted treatment, counseling, and support groups. 

Harm reduction strategies, such as needle exchange programs and the distribution of 

naloxone, can help to mitigate the immediate risks associated with drug use and 

prevent overdose deaths. 

 

Collaboration among various stakeholders, including healthcare providers, law 

enforcement agencies, community organizations, and government officials, will be 

essential to effectively address the drug overdose crisis in Potter County. By working 
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Education 

Potter County has a notably lower percentage of residents with a bachelor’s degree or 

higher compared to other counties, which can impact the county's economic 

development and workforce competitiveness. A lower educational attainment rate may 

contribute to challenges in attracting higher-paying jobs and diversifying the local 

economy. Expanding access to higher education within the county could help address 

these challenges by providing residents with greater opportunities for career 

advancement and skill development. 

 

The Potter County Education Council and Northwestern Pennsylvania Rural College to 

offer college-level courses and degree programs locally that could be a stepping stone 

to bachelors degrees. Such collaborations could provide flexible and affordable 

educational opportunities tailored to the needs of residents and local employers. 

Offering in-person and hybrid learning models could also help overcome barriers related 

to transportation and accessibility, making it easier for working adults and recent high 

school graduates to pursue further education without leaving the county. 

 

Increasing access to higher education within Potter County could have long-term 

benefits, including strengthening the local workforce, improving economic stability, and 

enhancing the county’s appeal to potential employers looking for a skilled labor pool. 
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Strategic efforts to promote educational opportunities and align programs with local 

industry needs will be crucial in supporting the county’s economic and social 

development goals. 

 

 

Internet Connectivity 

For the period of 2018 to 2022, the latest available data from the U.S. Census Bureau 

indicates that 88.9 percent of households in Potter County had access to a computer, 

while 82.9 percent had a broadband internet subscription. These figures suggest that a 

majority of county residents have access to digital resources; however, a notable 

portion of the population remains without reliable broadband connectivity. 

 

The availability and quality of internet access are critical for economic development, 

education, healthcare, and overall quality of life. Fortunately, it is comparatively good 

upload/download speeds for a rural community. Nevertheless, rural areas still face 

challenges related to broadband infrastructure, resulting in gaps in coverage and lower 

internet speeds. 

 

The map provided by Penn State Extension highlights the underserved areas within 

Potter County and its surrounding counties. Expanding broadband access remains a 

critical priority for Potter County to support economic growth, enhance educational 
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opportunities, and improve access to essential services. Efforts to bridge the digital 

divide will be crucial in ensuring that all residents have the connectivity needed to 

participate fully in today’s digital economy. 

 

 
 

The following map, also courtesy of the Penn State Extension, shows adequately 

served areas in Potter County and surrounding counties for internet access: 
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The map provided by Penn State Extension highlights that much of the underserved 

broadband coverage in Potter County is concentrated in the lower portion of the county. 

However, this area consists largely of state-owned land, including the renowned Dark 

Sky area, which is designated for conservation and recreational purposes. As such, the 

lack of broadband infrastructure in this region is not a significant concern, as it does not 

impact residential or commercial development. The primary focus for broadband 

expansion efforts should instead be directed toward populated areas where improved 

connectivity can support economic growth, educational access, and public services. 
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Housing 

The average household and family sizes in Potter County are 2.45 and 3.01, 

respectively, indicating a need for homes with at least two or three bedrooms. Currently, 

65.8 percent of the county’s housing stock consists of two- or three-bedroom homes, 

which appears to align well with the household and family size needs. 

With a population of 16,390 and an average household size of 2.45, it is estimated that 

6,690 housing units would be sufficient to accommodate the current population. 

However, the county has a total of 12,395 available housing units according to census 

data, of which only 6,895, or 53.2 percent, are occupied, while 5,800 units, or 46.8 

percent, remain vacant. This vacancy rate is significantly higher than that of similarly 
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sized counties in Pennsylvania. This likely indicates a higher percentage of AirBNB (or 

similar) rental units, or low quality (blighted) units, or both. 

For comparison, Juniata County, with a population of 23,535 and 10,502 housing units, 

has a vacancy rate of 15.7 percent. Montour County, with a population of 18,165 and 

8,096 housing units, has a vacancy rate of 5.7 percent, while Fulton County, with a 

population of 14,545 and 7,119 housing units, has a vacancy rate of 13.9 percent. The 

higher vacancy rate in Potter County suggests that efforts to reduce the housing stock 

should continue unless there is an anticipated increase in population in the near future. 

The age of the housing stock is another important consideration. Approximately 25.3 

percent of the county’s housing stock was built prior to 1939, with 50 percent 

constructed between 1960 and 1999. In 2018, 27.4 percent of the housing stock was 

built before 1939, compared to 30.5 percent in 2010. This trend indicates that the 

county, either independently or through private enterprise, has demolished 4.6 percent, 

or 806 units, of aging housing stock since 2010. However, these demolished units have 

not been fully replaced, as only 347 new housing units have been constructed since 

2010. 

Owner-occupied homes account for 80 percent of housing tenure in Potter County, a 

proportion that is higher than other similarly sized counties in Pennsylvania. In 

comparison, owner-occupied homes make up 73 percent of the housing stock in Juniata 

County, 69.6 percent in Montour County, and 77 percent in Fulton County. 

Population trends related to moving into a home in Potter County are consistent with 

patterns observed across Pennsylvania, indicating stability in residential movement 

within the county despite the challenges presented by the high vacancy rate and aging 

housing stock. 

 Year Moved Into Unit 

  Potter County Pennsylvania 

2021 or Later 3.2% 3.7% 

2018-2020 10.1% 16.9% 

2010-2017 26.1% 30.5% 

2000-2009 23.6% 19.8% 

1990-1999 15.7% 12.4% 

1989 or Earlier 21.2% 16.7% 

The median home value in Potter County is $135,200, which is significantly lower than 

the statewide median of $226,200. While home values within the $50,000 to $299,999 

range align closely with state averages, values for homes in the $300,000 to $999,999 

range drop substantially below the state average. This suggests that higher-value 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 48 Kafferlin Strategies 

homes are less common in the county, likely due to a combination of economic factors, 

demand, and market conditions. The lower median home value may reflect the county's 

rural character, limited access to high-income employment opportunities, and an aging 

housing stock that may not meet the preferences of higher-income buyers. 

The limited presence of higher-value homes could also indicate a lack of newer or 

upscale housing developments that appeal to individuals and families seeking modern 

amenities. This gap in the housing market may present an opportunity for targeted 

development efforts to attract higher-income residents, retirees, or remote workers who 

are looking for affordable living options with quality housing features. 

At the same time, the relatively low median home value makes Potter County an 

attractive option for first-time homebuyers and individuals seeking more affordable 

housing options if those properties, when they become available, are not bought up for 

short-term rental properties.  

Addressing these disparities in home values may require a multi-faceted approach, 

including incentives for housing development, improving local amenities, and fostering 

economic opportunities that support a more diverse housing market. Expanding efforts 

to promote the county’s affordability and quality of life could encourage population 

retention and attract new homeowners looking for a balance between rural living and 

modern housing needs. 

Home Value 

  Potter County Pennsylvania 

Less than $50,000 12% 5.8% 

$50,000-$99,999 24.3% 10.4% 

$100,000-$149,999 18% 12.5% 

$150,000-$199,999 14.3% 14.3% 

$200,000-$299,999 20.6% 23.9% 

$300,000-$499,999 7.2% 21.8% 

$500,000-$999,999 2.4% 9.6% 

$1,000,000 or More 1.3% 1.6% 

Median Value $135,200 $226,200 

 Although median income for households, family and nonfamily have steadily increased 

since 2018, they are all below the median incomes in Pennsylvania and for those 

counties similarly sized. 

 Income 
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  Potter 

County 

Pennsylvani

a 

Juniata 

County 

Montour 

County 

Fulton 

County 

Median 

Household 

Income 

$56,491 $73,170 $61,915 $72,626 $63,153 

Median 

Family 

Income 

$70,218 $93,685 $78,555 $87,020 $77,817 

Median 

Nonfamily 

Income 

$31,082 $42,103 $33,504 $35,907 $32,880 

  

A household is considered cost burdened if more than 30 percent of total income is 

spent on housing, including essential utilities. In Potter County, 36.4 percent of renter 

households and 38.7 percent of owner-occupied households fall into this category. 

These figures suggest that a significant portion of the population faces financial strain 

related to housing costs, which can impact their ability to afford other necessities such 

as healthcare, transportation, and education. While these rates are not uncommon in 

rural areas with lower median incomes, they highlight the need for efforts to increase 

affordable housing options and ensure that housing costs remain in line with local 

income levels. Addressing the issue of housing affordability may involve initiatives such 

as rental assistance programs, incentives for property improvements, and partnerships 

with developers to increase the supply of affordable housing. 

 

A key observation from the housing data is the high number of vacant units combined 

with the significant percentage of households considered cost burdened. While there 

has been a reduction in the number of cost-burdened households over the past five 

years, the presence of vacant, and potentially blighted, properties presents an 

opportunity for revitalization. Addressing this issue may involve exploring incentives for 

property owners to demolish or rehabilitate vacant units and replace them with 

affordable housing options that better align with the needs of the community. Programs 

that facilitate redevelopment and attract investment in new housing construction could 

contribute to a healthier housing market and improve overall living conditions in Potter 

County. 

 

Strategic planning to address these challenges will require collaboration between local 

government, housing authorities, and community stakeholders to develop solutions that 

balance affordability, population trends, and economic development goals. Ensuring 
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already made significant investments in the county, demonstrating a clear interest in the 

area's recreational opportunities and natural beauty. Encouraging these property 

owners to increase their time spent in Potter County or consider establishing permanent 

residence could have a positive economic impact, bringing additional revenue to local 

businesses and strengthening community engagement. 

Crime  

The offense count data for 2022 and 2023 reveals notable trends in criminal activity 

within the county. Aggravated assaults nearly doubled from 7 incidents in 2022 to 14 in 

2023, and motor vehicle thefts increased from 3 to 9, suggesting a rise in violent and 

property-related crimes that may require targeted law enforcement efforts. Larceny-theft 

also saw a significant increase from 40 to 65 incidents, indicating a growing concern for 

property crime. In contrast, simple assaults decreased slightly from 138 to 129, and 

burglary cases declined, suggesting potential improvements in certain areas of public 

safety. Serious crimes such as murder and manslaughter remained rare, with only one 

incident reported in 2022 and none in 2023. Additionally, human trafficking cases were 

not reported in either year. While some crime categories show improvement, the 

increase in aggravated assaults, theft, and vehicle-related crimes highlights the need for 

continued vigilance and proactive crime prevention measures. 
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Economy 

The economy of Potter County employs approximately 6,830 people. The largest 

industries in the county are manufacturing, employing 982 people; health care and 

social assistance, employing 940 people; and retail trade, employing 713 people. The 

highest-paying industries include mining, quarrying, and oil and gas extraction, with an 

average annual wage of $64,120; utilities, averaging $63,333; and professional, 

scientific, and technical services, with an average wage of $61,063. These high-paying 

industries present valuable career opportunities and should be considered when guiding 

young residents toward sustainable employment paths. 

Occupations Makeup 

From 2021 to 2022, employment in Potter County grew at a rate of 1.64%, from 6,720 

employees to 6,830 employees. The most common job groups, by number of people 

living in Potter County are Production Occupations (785 people), Office & Administrative 

Support Occupations (769 people), and Management Occupations (666 people). This 

chart illustrates the share breakdown of the primary jobs held by residents of Potter 

County, PA.  

 

Employment Industries 

The most common employment sectors for those who live in Potter County are 

Manufacturing (982 people), Health Care & Social Assistance (940 people), and Retail 

Trade (713 people). This chart shows the share breakdown of the primary industries for 

residents of Potter County though some of these residents may live in Potter County 
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and work somewhere else. Census data is tagged to a residential address, not a work 

address. 

 
North Central Pennsylvania Comprehensive Economic Development Strategy survey 

showed support by the public for the following industries: 
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The following chart shows the employment by industry in Potter County over time, 

including the Covid-19 shutdowns. This indicates that most sectors have recovered to 

pre-Covid-19 levels with the exception of Other Services.

 

Median Earnings 

The industries with the best median earnings for men in 2022 are Information ($66,346), 

Transportation & Warehousing, & Utilities ($63,026), and Finance & Insurance, & Real 

Estate & Rental & Leasing ($56,449). 

 

The industries with the best median earnings for women in 2022 are Information 

($41,696), Public Administration ($39,926), and Manufacturing ($38,264). 
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This indicates that Potter County has a higher proportion of businesses with less than 5 

employees, but the range is from 46.6% to 62%, so this is not far from average. 
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Unemployment 

 
The chart above illustrates the long-term unemployment rate in Potter County through 

April 2024, indicating that it is currently at or near historic lows. This trend suggests a 

relatively stable labor market with improved employment opportunities compared to 

previous years. 

 

However, the chart below, which compares the April 2024 unemployment rate across 

nearby counties, highlights that Potter County has the highest unemployment rate 

among the counties shown. Notably, Potter County’s unemployment rate is more 

aligned with neighboring counties in New York rather than those in Pennsylvania, with a 

difference of approximately 1 percent when compared to other Pennsylvania counties. 

This disparity may reflect regional economic differences, workforce availability, or 

industry composition. Addressing the factors contributing to this higher unemployment 

rate could present opportunities for targeted workforce development and economic 

growth initiatives. 
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Top Industries 
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Top Employers 
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Commuting Patterns 

 
 

Commute times in Pennsylvania counties are generally consistent; however, road 

conditions and traffic patterns vary significantly. In Potter County, most roads are two-

lane, often narrow, and posted at lower speed limits of 35 to 45 miles per hour, winding 

through agricultural areas. These conditions reduce the distance that can be covered 

within a typical 25-minute commute and have a considerable impact on freight 

transportation. The slower speeds and road limitations add both time and cost to 

deliveries entering and leaving the county. Given Potter County’s population size, 

significant investment in local roads by the Pennsylvania Department of Transportation 

is unlikely. However, targeted improvements, such as adding passing lanes in strategic 

locations and increasing speed limits on certain sections, could be pursued as part of 

the state's five-year transportation plan. Enhancing the existing road infrastructure to be 

more accommodating to freight traffic—through wider lanes, increased speed limits, and 

designated passing areas—would benefit local businesses, create more opportunities 

for residents, and improve accessibility for tourists. 
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Beyond daily commutes, travel time to larger population centers with shopping, 

business, and cultural opportunities is also a considerable factor. Travel distances and 

times from Coudersport to nearby cities are as follows: Bradford, PA (42 miles, 

approximately 58 minutes), Olean, NY (53 miles, approximately 53 minutes), Hornell, 

NY (54 miles, approximately 66 minutes), Corning, NY (70 miles, approximately 85 

minutes), Mansfield, PA (55 miles, approximately 68 minutes), and Ridgway, PA (58 

miles, approximately 74 minutes). These travel times illustrate the relative geographic 

isolation of the county and underscore the importance of maintaining and improving 

road infrastructure to support economic development and quality of life. 

minutes 

Tourism 

The PA Tourism Economic Impact 2021 report compiled by the DCED contains a lot of 

details about tourism around the Commonwealth. We will touch on some of the PA 

Wilds data here but recommend that the full report be reviewed. 
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Potter County is 10th out of the 12 counties in the PA Wilds, so there is plenty of room 

to grow.  

 

The following chart shows the Visitor and Travel Spend per county in the PA Wilds for 

the period of 2015 - 2021. Note that the spending appears flat except for some counties 

during the period the Covid-19 lockdowns restricted travel. This appears to not even be 

keeping up with inflation.

 
This is the group of PA counties that Potter is competing against for tourist dollars. 

Moving up in this area will require more events, food venues, and overnight 

accommodations within the county and promotion of them. Many tourism programs 

include tasting visits at local Winery/Brewery/Distillery establishments, but it appears 

that Potter County does not currently have any of those. Perhaps some type seasonal 

arrangement could be set up to include in the tourism offerings. 
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Potter County has a limited presence of wineries and lacks breweries or distilleries, all 

of which are popular attractions that currently draw tourists to neighboring counties. 

Expanding these types of establishments could help attract a broader demographic of 

visitors and boost local tourism. Additionally, improvements in transportation 

infrastructure would further enhance the county’s appeal to tourists. Many of the 

numbered routes in Potter County have lower speed limits due to the winding nature of 

the roads. Straightening and widening these roads, along with improved signage, would 

benefit drivers unfamiliar with the area and improve overall accessibility. Although road 

infrastructure falls under the jurisdiction of the Pennsylvania Department of 

Transportation (PennDOT), the county can advocate for its priorities by actively 

engaging with PennDOT’s planning process and providing input on their five-year plan. 

 

Collaborating with other counties, such as the existing partnership with Tioga County 

through initiatives like Visit Potter-Tioga, offers a cost-effective approach to promoting 

tourism. However, to maximize the benefits of such collaborations, Potter County should 

ensure its events, attractions, and tourism-related activities are actively promoted. A key 

improvement would be to offer the visitors guide as a downloadable resource rather 

than relying solely on mailing physical copies, allowing potential visitors to access 

information immediately when their interest is highest. Without consistent participation in 

promotional efforts, the partnership risks being dominated by Tioga County’s events and 

venues, potentially diverting tourists away from Potter County instead of enhancing its 

visibility. 

Agriculture 

According to the 2023 Pennsylvania Annual Bulletin from the USDA for 2021 to 2022 all 

of the PA North Central counties either held steady or declined in the head count of 

cattle, while some saw an increase in Hogs and Sheep.  

 

Farmer Ages 

Under 35  68  

35 – 64  408  

65 and older  283  

Source: 2022 USDA National Agricultural Statistics Service County Profile 

Farm size 

Acreage 

Data from the USDA National Agricultural Statistics Service provides insight into the 

trends in agricultural land use across north-central Pennsylvania. The data indicates a 
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general decline in the number of acres dedicated to agriculture across the region, with 

McKean and Potter counties exhibiting particularly low figures compared to other 

counties. 

 

According to the 2022 Census of Agriculture County Profile for Potter County, cropland 

accounts for 42,715 acres, making it the predominant agricultural land use. Pastureland 

covers 9,176 acres, supporting livestock production, while woodland—often used for 

conservation purposes, timber production, or supplemental agricultural activities—

comprises 39,648 acres. An additional 11,776 acres fall under the category of "other" 

land use, which may include farmsteads, conservation areas, and land used for non-

traditional agricultural purposes. 

 

The overall decline in agricultural acreage presents challenges for the local economy 

and agricultural sector. Reduced farmland availability may impact food production, local 

agribusinesses, and the county's rural character. The data underscores the importance 

of strategic land use planning to support existing agricultural operations while exploring 

opportunities to optimize land use through diversification, conservation initiatives, and 

economic incentives to sustain farming operations in the region. 

. 
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Sales 

 
Per the 2022 Census of Agriculture, County Profile 

Conclusion 

Potter County offers a unique appeal to individuals who value nature, agriculture, and 

outdoor recreation. The county’s vast state forests, game lands, and renowned dark 

skies provide ample opportunities for those seeking solitude, open spaces, and a 

connection to rural life. The availability of affordable land and homes, coupled with 

expanding access to high-speed internet, has allowed some individuals to relocate to 

the area while working remotely. However, despite these advantages, population 

projections indicate a continuing decline, underscoring the need for strategic efforts to 

retain and attract residents. 
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One key focus for mitigating population decline is retaining younger residents. Migration 

patterns suggest that many who leave Potter County do not relocate far, indicating an 

opportunity to create local career pathways that match their interests and aspirations. 

Enhancing workforce development by aligning education and training programs with 

local economic needs can help retain young talent. Additionally, fostering 

entrepreneurship through initiatives such as business incubators, mentorship programs, 

and e-commerce platforms could support local businesses in reaching broader markets 

and create new employment opportunities within the county. 

 

Tourism presents another significant opportunity for economic growth and population 

stabilization. While efforts are currently underway to promote the county’s natural 

attractions, Potter County faces competition from other destinations, often with more 

convenient access. Developing targeted tourism initiatives that capitalize on existing 

strengths—such as hunting, hiking, and stargazing—can help differentiate the county 

and attract niche audiences. Marketing efforts should focus on regions with 

demonstrated interest in visiting Potter County, as indicated by inflow migration data. 

 

Building on tourism efforts, the county could encourage seasonal visitors to make a 

longer-term commitment by investing in second homes or transitioning to permanent 

residency. Marketing strategies aimed at existing camp owners and potential new 

residents could emphasize the county’s quality of life, affordability, and outdoor lifestyle 

as key selling points.  
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Government Profile 

Overview 

Potter County is the fifth-least populous county in Pennsylvania with the county seat in 

Coudersport Borough, which is its largest population center. It was created in 1804 

(organized in 1836) and named for General Potter, a war hero of the American 

Revolution. It is nicknamed “God’s Country” due to its remoteness and natural beauty. It 

is the northmost and centermost county in the Commonwealth, located on the New York 

border to the north and surrounded by Allegany County (New York, north), Steuben 

County (New York, northeast), Tioga County (east), Lycoming County (southeast), 

Clinton County (south), Cameron County (southwest), and McKean County (west). 

The county encompasses 1,082 square miles of land. Uniquely, three major watersheds 

meet there (Chesapeake Bay, St. Lawrence River, and Mississippi River) and the 

Allegheny River starts in the county. The most significant roadway is US Route 6, which 

goes east to west through the county.  

The county has three school districts exclusively, and share four more with surrounding 

counties. Additionally, the county has six private schools 

The county has 8 state parks, including: 

● Cherry Springs  

● Denton Hill 

● Lyman Run 

● Ole Bull 

● Patterson  

● Prouty Place 

● Sinnemahoning 

● Sizerville  

Municipalities 

Potter County is composed of six boroughs (no cities) and 24 townships (all second 

class). According to the Center for Rural Pennsylvania, 65% of the population lives in 

the townships and 35% in the boroughs.  

Boroughs

● Austin 

● Coudersport 

● Galeton 

● Oswayo 

● Shinglehouse 

● Ulysses

Townships 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 76 Kafferlin Strategies 

● Abbott 

● Allegany 

● Bingham 

● Clara 

● Eulalia 

● Genesee 

● Harrison 

● Hebron 

● Hector 

● Homer 

● Keating 

● Oswayo 

● Pike 

● Pleasant Valley 

● Portage 

● Roulette 

● Sharon 

● Stewardson 

● Summit 

● Sweden 

● Sylvania 

● Ulysses 

● West Branch 

● Wharton

 

 

 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 77 Kafferlin Strategies 

 
Second only to Sullivan County, Potter County has the most number of elected officials 

per capita. 

County Government 

Overview 

Potter County, established in 1804, is located in the Commonwealth of Pennsylvania, 

and the county seat is Coudersport. It is an 8th class county operating under normal 

county code for its size (not optional charter or home rule). The county government 

employs 93 individuals, excluding tax collectors and human services personnel. Unlike 

some other counties, Potter County does not operate a county home, own any bridges 

or roads.  

Mission 

Potter County seeks flourishing communities. To that end, the primary functions of the 

Potter County government is to orchestrate safety and order, equitably enforce laws and 
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restore lawbreakers, care for the underprivileged, and facilitate economic development, 

while promoting shared heritage, opportunity and community.  

 

The mission is to serve the common good with stewardship, dedication, competence 

and inclusiveness.  

- To protect the highest American ideals of freedom, justice, and compassion for 

the less fortunate.  

- To pursue and maintain partnerships with citizens, organizations, governmental 

agencies and other entities to ensure the long-term well-being of the county.  

- To encourage and support an abiding sense of community that extends across 

all of Potter County. 

Services & Structure 

Below is a representative list of the offices and departments: 

• 911 

• Assessment 

• Auditors 

• Commissioners 

• Children & Youth Services 

• Conservation District 

• Coroner 

• Court Administration 

• District Attorney 

• Domestic Relations 

• Emergency Management 

• Elections / Voter Registration 

• GIS/Mapping 

• Housing Authority 

• Human Services 

• Probation 

• Prothonotary & Clerk of Courts 

• Public Defender 

• Redevelopment Authority 

• Register & Recorder 

• Sheriff 

• Tax Claim 

• Treasurer 

• Veterans Affairs 

Tri-County Comprehensive Plan 

Introduction 

As part of developing Potter County’s Strategic Management Program Plan (STMP), the 

Tri-County Comprehensive Plan was reviewed to identify shared goals and ensure 

consistency between the two efforts. Many of the overarching themes found in the 

Comprehensive Plan—such as preserving agricultural lands, promoting balanced 

economic growth, and improving infrastructure—carry forward into the STMP. This 

alignment underscores the importance of maintaining a coordinated vision for Potter 

County, one that supports the county’s rural character while embracing new 

opportunities for growth and collaboration. 
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Overview  

The Tri-County Comprehensive Plan integrates natural resource protection with 

sustainable development strategies, reflecting Potter County’s distinct blend of rural 

landscapes and economic aspirations. By prioritizing farmland preservation, responsible 

forestry, and sound management of resources like timber and natural gas, it reaffirms 

the value of the county’s open spaces and abundant natural assets. Alongside resource 

stewardship, the Plan emphasizes the need to encourage economic diversification by 

fostering small business growth, investing in workforce training, and promoting tourism 

through the county’s scenic vistas and recreational offerings. Partnerships with 

vocational schools and community organizations are highlighted as essential in tailoring 

education and training programs to match emerging industry needs, particularly in 

healthcare, manufacturing, and technology. 

 

Infrastructural improvements also feature prominently as critical underpinnings of 

economic development. The Comprehensive Plan advocates for regular roadway 

maintenance and enhanced bridge systems, essential for maintaining safety during 

harsh winters and meeting the demands of commercial transportation. Expanding 

broadband coverage is similarly central to supporting telemedicine, remote education, 

and local entrepreneurship. In addition, modernizing municipal water and wastewater 

systems is seen as fundamental to both public health and long-term community growth. 

Housing rehabilitation is encouraged to ensure safer, more energy-efficient homes, 

while incentives for affordable or senior-friendly housing aim to help retain long-time 

residents and accommodate an aging demographic. 

Health, Safety, and Regional Collaboration 

The Plan recognizes that for Potter County to thrive, critical services such as 

healthcare, social support, and emergency response must keep pace with evolving 

community needs. It encourages working with existing providers and exploring new 

delivery models—like telehealth initiatives—to reach residents in remote areas more 

effectively. Strengthening volunteer fire departments and ambulance services is also 

addressed, as these organizations often face funding and staffing shortages. A 

consistent theme is the importance of reaching beyond county lines to coordinate with 

neighboring counties on issues like watershed protection, large-scale infrastructure 

upgrades, and grant applications. By forming regional partnerships, Potter County can 

pool resources, share expertise, and secure broader funding, all while maintaining local 

autonomy and a focused vision for growth. 
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Sustaining the Vision through Local Governance 

Although grounded in broader regional considerations, the Plan calls for local 

municipalities to review and update their zoning ordinances and land use regulations to 

align with its principles. By instituting performance metrics—such as tracking progress 

in preserving agricultural acreage, upgrading utilities, or expanding broadband—Potter 

County can evaluate how effectively it is meeting its Comprehensive Plan objectives. 

Adjustments to policy and practice can then be made as new opportunities arise or as 

community priorities shift. The Plan’s emphasis on balanced growth, rural preservation, 

and strategic investment in community services ensures that Potter County remains 

well-positioned to meet the needs of its residents and businesses while preserving the 

environment that defines the region’s character. 

Looking Ahead 

Much of the Tri-County Comprehensive Plan content remains relevant to Potter 

County’s development, and the STMP provides an avenue for the county to play an 

even more proactive role in guiding implementation. The Comprehensive Plan is set to 

expire in 2028, whereas the STMP will remain in effect until 2030. By the end of the 

STMP period, Potter County can use the insights and progress made through both 

documents to inform a new or substantially updated Comprehensive Plan, ideally in 

collaboration with its neighboring counties. Such an intergovernmental approach will 

help maintain the momentum established by the Tri-County Plan, further integrate 

regional priorities, and ensure that the county continues to evolve in a way that benefits 

all of its communities.  
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Financial Condition Assessment & Trend 

Forecasting 

Introduction & Scope 

Step 1 of the Strategic Management Planning Program (STMP) involves a 

comprehensive financial condition assessment. This step is essential for establishing a 

realistic baseline of Potter County’s historic and current financial status. Unlike standard 

audits, which typically offer a year-over-year comparison, this assessment provides a 

multi-year perspective that is crucial for understanding long-term financial trends and 

challenges. The use of different accounts and funding streams across various years 

complicates this process, necessitating considerable effort to match accounts and 

identify inconsistently booked transactions. This financial review covered the years 2019 

to 2023, including an in-depth examination of each fund, starting with the General Fund 

and extending to all other county funds. Notably, the county underwent a software 

transition during this period, which, coupled with delays in external audits, added to the 

complexity of the assessment. Consequently, the consultants relied on available audits 

from 2017 to 2021, as the 2022 audit had not been completed by June 2024. 

 

Step 2 focuses on trend forecasting, which is integrated within each section following 

the financial condition statements. This step involves analyzing general ledger reports, 

audits, budgets, and other financial documents to identify trends and project future 

financial scenarios. While the consultants did not perform a formal audit, they ensured 

that the financial data was materially accurate to the best of their ability. The primary 

goal of this step is not to achieve perfection in the data but to construct a coherent 

financial narrative that highlights key trends and informs strategic decision-making. This 

approach emphasizes the importance of understanding the financial story of Potter 

County, enabling informed planning and resource allocation for the future. 

High Level Findings 

At a high level, Potter County has consistently passed balanced budgets but has 

struggled to adhere closely to them, with actual figures deviating by more than 10% in 

recent years. The county's average budget over the past five years was approximately 

$11.5 million. However, actual revenues averaged $10 million, while expenses 

averaged $10.3 million. This discrepancy highlights challenges in budget accuracy and 

financial management. 

 

The county experienced an influx of funds in 2020 and 2021 through the CARES Act 

and the American Rescue Plan Act (ARPA), leading to unusual financial activity. These 
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funds were used to shift operational expenses, coupled with furloughs that significantly 

affected the county's financial statements for those years. Due to the transition between 

software packages in 2020, both revenue and expenditure figures for that year are 

notably understated, complicating accurate projections based on historical data.  

 

As ARPA funds were depleted, the county began drawing from reserve funds to balance 

its budget. By the end of 2024, it is anticipated that most capital reserves will be 

exhausted, coinciding with a sizable tax increase. Key findings from the financial 

assessment include: 

 

● Assessed property values and corresponding tax revenues have remained stable 

but have not kept pace with inflation. 

● The commissioners did not adjust taxes in line with inflation rates. 

● The pension demographic has shifted to having more retirees than working 

contributors, failing to meet actuarial targets. 

● Payroll costs are increasing by approximately $250,000 annually. 

● Other costs, particularly health insurance, are rising significantly faster than 

property tax revenues can accommodate. 

● The county's reserves are nearly exhausted. 

● The county has about $34 million in tangible assets and generally have 

significant capital needs with no reserves or active sinking fund. 

 

Potter County has limited control over expenditures and, in terms of revenue, is 

primarily constrained to raising property taxes. Currently, property taxes are set at 21.5 

mills, close to the statutory cap of 25 mills, leaving little room for further increases. This 

financial condition underscores the need for strategic planning to address revenue 

shortfalls and manage growing expenses effectively. 

Audit Review 

The independent CPA auditing firm Potter County has used for the period reviewed 

were all completed by Zelenkofske Axelrod LLC, one of the premier and most common 

accounting firms in Pennsylvania dealing with county governments.  

 

The independent audit is to determine if there are any material misstatements contained 

in the financial statements.  There were no material weaknesses and the financial 

statements are presented fairly according to the audit years 2018, 2019, 2020, and 

2021. The 2022 and 2023 audits were unavailable at the time of publication, in large 

part due to changing fiscal systems.  
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Funds & Bank Accounts 

Potter County maintains approximately thirty-three bank accounts and thirty-eight funds, 

excluding those related to Human Services. While there are opportunities to streamline 

the number of funds, a more significant opportunity lies in consolidating bank accounts 

through a pooled cash strategy. Implementing pooled cash management could improve 

liquidity, enhance cash flow management, and potentially increase interest earnings by 

optimizing the county’s financial resources. 

 
 

As of June 2024, the county's bank account balances are detailed below, showing their 

alignment with various funds. The General Fund, as anticipated, holds the largest share 

of the county’s financial assets, accounting for approximately one-third of total funds. 

This reflects its critical role in supporting county operations and providing financial 

flexibility. Analyzing the distribution of assets across all funds and accounts will help 

identify potential areas for consolidation and improved financial oversight. 

 

A comprehensive review of these accounts and funds should focus on reducing 

administrative complexity while maintaining the necessary financial controls to ensure 

compliance with state regulations and best practices in municipal finance. Streamlining 

fund management processes could result in more efficient financial reporting, improved 

budgeting accuracy, and enhanced transparency in the county’s financial operations. 
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Purpose Funds 

The County has 40 funds with unique purposes. They are as follows: 

• General Fund: The largest fund, managing the budget for all general government 

services, covering both revenue and expenditures. 

• LEPC Fund: Supports emergency preparedness for hazardous materials 

incidents, funded primarily by LEPC allocations for training, equipment, and 

communication systems. 

• Retirement Fund: Established under PA County Pension Law to manage the 

Pension Plan and ensure long-term financial stability for county employees. 

• Liquid Fuels Fund: Designated for public road and bridge maintenance, funded 

by fuel taxes and distributed by PennDOT to local governments for eligible 

transportation projects. 

• North Fork Dam Fund: Supports maintenance of the North Fork Dam, funded by 

allocations from the general fund. 

• 911 Fund: Supports emergency 911 telecommunication services, with 85% 

funding provided by the Commonwealth of Pennsylvania. 

• Sauter Preserve Fund: Funds habitat restoration, wildlife management, and 

environmental education through grants, donations, and user fees. 

• Automation (Civil) Fund: Supports automation efforts to enhance technological 

capabilities and streamline county government systems. 

• Covid Hospitality Fund: Provided relief for businesses impacted by the Covid-19 

crisis; fully expended per Commonwealth requirements. 

• Supervision Fees Fund: Funded by monthly offender fees to cover administrative 

costs of offender services, with usage regulated by the Commonwealth. 

• Juvenile Restitution Fees Fund: Supported by fees paid by juvenile offenders to 

compensate victims of juvenile crime. 

• Farmland Preserve and Rollback Fund: Utilized by the conservation district 

through a reimbursement agreement. 

• Sinking Fund: Established for debt repayment or capital projects; currently, no 

activity or accounts related to this fund. 

• Improvement Fund: Supports technology improvements for the Register and 

Recorder’s office. 

• Automation (Criminal) Fund: Provides support for automation enhancements to 

improve county government systems. 

• Tobacco Compliance Fund: Funded by tobacco manufacturers; currently earning 

interest but managing no active cases. 

• Substance Abuse Fund: Supports substance abuse programs and initiatives 

within the county. 
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• Domestic Relations Fund: Provides child support services, primarily funded by 

the Commonwealth. 

• Recorder of Deeds Improvement Fund: Supports technical and administrative 

improvements for the Register and Recorder’s office. 

• Specialty Courts Fund: Supports the operation and development of specialized 

court programs. 

• ACT 152 Demo Fund: Funded by realty transfer taxes to address blight through 

demolition efforts. 

• VOJO Fund: Provides support to victims of crimes committed by juveniles, 

including counseling, restitution, and advocacy. 

• RASA Fund: Rights and Services Act fund supports victim services through 

penalties assessed to offenders. 

• PA Veterans Trust Grant Fund: Inactive since 2020 but maintains a bank 

balance. 

• Triple Divide Water Monitoring Fund: Inactive since 2022. 

• Divorce Fund: Funded by no-fault divorce fees and used for general fund budget 

balancing. 

• DES Building Fund: Originally set up for the Department of Emergency Services 

building; now holds minor funds accruing interest. 

• 911 System Upgrade Fund: Funded through a bond issue but now spent down. 

• Capital Projects Fund: Available for funding county capital projects. 

• Operational Reserve Fund: Acts as a reserve account for general fund 

operations. 

• Covid-19 County Relief Grant Fund: Fully expended and closed. 

• PHARE Fund: Pennsylvania Housing Affordability Fund, grant-funded for housing 

projects. 

• ARPA Fund: Fully expended and closed out with the Treasury. 

• PC Victims Impact Panel Fund: Supports the victim impact panel program. 

• Hotel Excise Tax Fund: Captures revenue from the hotel occupancy tax. 

• Employee Wellness Initiative Fund: Grant-funded for employee wellness 

programs. 

• CDBG Fund: The Community Development Block Grant supports low- to 

moderate-income project areas. 

• Capital Reserve Fund: Funded through ACT 13 gas well impact fees for capital 

reserves. 

• Highway Bridge Improvement Fund: Funded through ACT 13 gas well impact 

fees for road and bridge improvements. 

• 911 Statewide Interconnectivity Grant Fund: Supports regional interconnectivity 

projects funded through a state formulary. 
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Chart of Accounts 

Potter County utilizes a fund accounting model that is generally aligned with 

recommendations from the Pennsylvania Department of Community and Economic 

Development (DCED). This model organizes financial transactions and reporting 

through a structured framework based on several key elements, including Fund, 

Department, Object, Cost Center, and Budget Code. These elements provide a 

foundation for tracking revenues and expenditures with a level of detail that facilitates 

financial oversight and compliance with governmental accounting standards. The 

specific funds utilized within this system are detailed in a separate section of this report. 

 

While the county's chart of accounts is designed to accommodate a wide range of 

financial activities, its current structure is extensive and, at times, cumbersome to 

administer. The complexity of the chart of accounts can result in inefficiencies in 

financial reporting and budget management, requiring significant effort to navigate and 

maintain. Additionally, the presence of obsolete or false departments within the system 

further complicates financial processes, contributing to confusion and potential 

misallocations. Streamlining and modernizing the chart of accounts could improve 

administrative efficiency, enhance transparency, and better align with best practices in 

governmental accounting. 

 

Addressing these challenges may involve conducting a thorough review of the current 

chart of accounts, identifying redundant or unnecessary entries, and implementing a 

more standardized structure that reflects the county's operational needs. Such efforts 

would support more effective financial planning, simplify reporting requirements, and 

provide greater clarity for decision-makers and stakeholders. 

Budget 

Potter County currently employs an annual line-item budgeting approach, focusing on 

detailed categorization of expenses rather than adopting a multi-year or results-based 

budgeting framework. The budgeting process begins with the Chief Clerk collecting 

year-to-date actuals and compiling a comprehensive “wish list” from various county 

departments. This approach allows departments to request funding based on their 

perceived needs and priorities for the upcoming fiscal year. 

 

Once the departmental requests are gathered, the Chief Clerk prepares a preliminary 

budget that consolidates the priorities across all departments. This draft is then 

presented to the county commissioners, who review and adjust it based on their own 

prioritization of county needs and available resources. However, the current budgeting 
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process does not incorporate financial projections, long-term strategic planning, or 

systematic methodologies such as cash flow budgeting or capital improvement 

planning. The absence of these elements limits the county’s ability to anticipate future 

financial challenges, assess long-term funding needs, and allocate resources in a 

manner that aligns with broader strategic goals. 

 

The reliance on a line-item budgeting model provides a clear and detailed view of 

expenditures but may not offer the flexibility or forward-looking perspective needed to 

address evolving financial and operational challenges. Without a structured approach to 

financial forecasting and strategic resource allocation, the county may face difficulties in 

managing unexpected expenditures, capital investments, and long-term fiscal 

sustainability. 

 

Moving toward a more strategic budgeting framework, such as incorporating multi-year 

planning, results-based budgeting, or developing a formal capital improvement plan, 

could provide greater financial clarity and support more informed decision-making. 

These methods would allow for better alignment of financial resources with the county's 

long-term objectives and improve overall fiscal stability. 

Actuals 

The provided data indicates that Potter County has consistently passed balanced 

budgets; however, actual financial performance has not aligned closely with these 

projections. Over the past five years, the county's budgeted expenditures have 

averaged approximately $11.5 million. In contrast, actual revenues have averaged $10 

million, while actual expenses have averaged $10.3 million, reflecting a persistent gap 

between projected and realized financial figures. This variance, exceeding 10% in 

recent years, underscores the challenges the county faces in accurately forecasting 

revenues and controlling expenditures. 

 

The chart illustrates the disparity between actual revenues and expenses compared to 

the budgeted amounts, with revenues falling short while expenditures continue to trend 

upward. The data suggests that expenses have been consistently higher than revenues, 

necessitating reliance on reserves or other financial measures to bridge the shortfall. It 

is important to note that the trend does not yet account for the 2024 tax increase, as 

actual figures for that year are not available. 

 

These financial inconsistencies highlight the need for improved forecasting 

methodologies, enhanced financial controls, and a more strategic approach to 

budgeting that incorporates contingency planning and long-term financial sustainability. 

A more proactive and data-driven approach to budget planning could help the county 
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better align its financial resources with operational needs and avoid recurring budget 

shortfalls. 

 

Budgeted Departments 

The county budgets for many “departments” that are not departments in a traditional 

sense of the word. This compares non-departments to departments, which confuses the 

chart of accounts, makes coding (and thus reporting) inaccurate. The value of doing this 

can be replicated in other ways within the chart of accounts. In many cases, there are 

offices within a department that are broken out as a department in this model. One 

obvious suggestion is to modify the funds and accounts to streamline such that these 

offices fall within departments and their totals roll up into the departmental total for 

clarity. 

 

As usual, the county’s jail is by far the largest single expenditure coming in at $1.75m.   
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Revenue 
Potter County's revenue structure is composed of various sources that provide funding 

for essential services and operational needs. A detailed analysis of these revenue 

streams highlights the county's financial reliance on specific income sources and the 

potential challenges associated with each. 

 

Real estate taxes represent the primary and most stable revenue source for the county. 

This is a typical funding structure for many counties and provides a consistent base for 

operational expenditures. However, given that a significant portion of Potter County's 

land is state-owned, payment-in-lieu-of-taxes (PILT) payments play an important role in 

supplementing revenue. These payments help offset the lost tax revenue from tax-

exempt state properties, but their long-term stability and sufficiency in addressing 

financial needs remain an area of consideration. 

 

Revenue from 911 reimbursements is another key component of the county’s funding. 

This revenue stream is governed by a complex funding formula that is subject to change 

based on legislative and regulatory adjustments. Any future changes in the funding 

structure could impact the county’s ability to sustain emergency communication services 

without increasing reliance on local funding sources. 

 

An noteworthy revenue stream comes from divorce filings. While this source provides 

some additional income (about $250,000 per year), it may not be a reliable long-term 

revenue generator due to societal trends and potential changes in marriage and divorce 

rates. A decrease in filings could lead to a decline in revenue from this source, requiring 

the county to explore alternative funding mechanisms. 

 

Rental income, though a smaller component of the overall revenue structure, offers a 

steady supplemental income stream. Leasing available space can help offset operating 

costs, but it is not a primary funding source and its growth potential may be limited. 

 

Grant funding is another significant contributor to county revenues, particularly for 

targeted programs such as election integrity and social services. While grants provide 

essential support for specific initiatives, they are often restricted in use and subject to 

the availability of federal and state funding cycles. Over-reliance on grant funding may 

present sustainability challenges, as grants are typically project-specific and may not 

cover ongoing operational needs.  
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The County, as all counties, saw a huge influx of cash with CARES and ARAP funding 

in the wake of the COVID-19 crisis. The county mostly used the funds to balance the 

budget, particularly on capital items, to their credit.  

 

Overall, Potter County's revenue structure reflects a mix of stable, supplemental, and 

fluctuating funding sources. A key challenge for the county moving forward will be 

ensuring a balanced approach that leverages consistent revenue streams while 

exploring new opportunities to diversify and enhance financial sustainability. 

 

The following shows the inflow of cash over the years broken out by fund. As is clear, 

the general fund, and property tax specifically, makes up the majority. The operations 

throughout the county are funded 42% by real estate tax. 
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Property Tax 

Potter County currently levies a general property tax rate of 21.5 mills, with no special-

purpose millage in place. Under Pennsylvania law, counties are permitted to impose a 

maximum of 25 mills for general purposes. However, there is a legal provision that 

allows the county to petition the courts for additional millage beyond the statutory limit 

on a temporary, year-by-year basis if justified by financial necessity.  

Assessed Value Mix 

The provided assessment data covers the period from 2012 to 2015, with no detailed 

breakdown available for more recent years. However, given the relatively stable nature 

of assessed values over time, it is reasonable to assume that the proportions among 

property types have remained largely consistent. Residential housing continues to 

represent the largest portion of the county’s total assessed value and serves as the 

primary driver of any growth in the tax base. 

 

The breakdown of assessed property types highlights a significant reliance on 

residential properties, while other categories such as commercial, agricultural, and 

public utilities contribute comparatively smaller portions. The presence of exempt 

properties, including state-owned lands and tax-exempt organizations, further impacts 

the taxable base, limiting the county's ability to generate additional revenue from 

property taxes. 

 

The county’s dependence on residential properties for tax revenue underscores the 

importance of strategic planning to encourage sustainable development, attract new 

residents and businesses with industrial/commercial space and housing. 

. 
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Acreage Mix 

In Potter County, the total assessed acreage amounts to 1,337,732 acres. Including 

subsurface Oil and Gas acreage, a significant majority of 950,510 acres (71%) are non-
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taxable, while only 387,221 (29%) acres are taxable for 2023. Excluding Oil and Gas 

acreage see the chart below from 2015 (latest available data). This distribution 

highlights a substantial portion of the county's land being exempt from property taxes, 

which can impact the county's revenue generation capacity. There are 20,115 parcels in 

the county.  

 
 

44% of the county is owned by the Commonwealth of Pennsylvania, which certainly 

drives tourism but is of concern for the long term financial health of the county. This high 

proportion of non-taxable land limits development and thus the potential tax base. 

Additionally, the relatively small commercial and industrial sectors suggest potential 

areas for economic development initiatives to broaden the tax base and enhance 

revenue. 
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Of taxable acreage, undeveloped land is by far the largest category, making up almost 

half of all privately owned property, followed by about a quarter dedicated to agriculture, 

17% toward seasonal dwellings, and less than 10% for residential. Less than half a 

percent of the acreage is used for commercial purposes, only 160 acres for industrial 

use, and .6% for all “other” reasons.  
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Assessed Value Versus Inflation 

The assessment data for Potter County from 2012 to 2024 reveals the trends in both 

taxable and non-taxable assessed property values. The total non-taxable assessed 

values have shown a general decrease over the years, starting from $87,489,930 in 

2012 to $86,346,098 in 2024. On the other hand, the total taxable assessed values 

have steadily but modestly increased from $332,422,748 in 2012 to $361,344,398 in 

2024. This data is critical for understanding the financial health and revenue potential of 

the county as it directly impacts property tax revenue. 

 

Despite the increase in taxable property values, the cumulative growth rate over this 

period is approximately 8.4%. When comparing this growth to the inflation rate, which 

has been about 32.1% over the same period, it becomes evident that property values 

have not kept pace with inflation. This disparity indicates that while taxable property 

values have increased, they have not grown sufficiently to maintain the same buying 

power. Consequently, the revenue generated from property taxes has diminished in real 

terms, affecting the county's ability to fund services and infrastructure effectively. 
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Millage Rates Versus Inflation 

Potter County's property tax base year is 1977, which remains in place today and is one 

of the oldest assessments in the Commonwealth. Over the past five decades, the 

county's adjusted millage rate has largely tracked inflation. However, in recent years, 

commissioners did not adjust the millage rate in line with inflation, leading to a decline in 

the purchasing power of each mill over time. 

 

Following the 1977 reassessment, the millage rate was initially set at 7 mills based on 

25% assessed property values. Between 1993 and 2000, the county reached its 

statutory cap of 25 mills, necessitating a presumed court order to raise property taxes to 

31.5 mills in 2001. However, in that same year, the county shifted from a 25% assessed 

value to a 100% assessed value system, which resulted in a significant drop in the 

required millage rate to 8.2 mills. 

 

To provide historical context, the blue line on the accompanying graph represents the 

raw millage rate, while the red line adjusts past values to reflect a 100% assessment 

rate for comparison. The green line projects what the 1977 millage rate would be if it 

had increased at the same rate as inflation. 

 

The data suggests that, over time, the county has consistently increased the millage 

rate in line with inflation until recently. However, given the stagnant assessed values 
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that have not kept pace with inflation, the county is forced to rely on higher millage rates 

to generate necessary revenue. Without reassessment to reflect actual property values, 

the county is left with limited options to address rising costs aside from continuing to 

raise millage rates. Moving forward, strategic planning efforts should consider 

reassessment as a tool to ensure a more equitable and sustainable revenue structure. 

.  

  

Expense 

While revenue sources for Potter County are relatively straightforward and consistent, 

expenses present a more complex and variable picture. The county’s expenditure 

patterns are influenced by a variety of factors, including mandated services, personnel 

costs, and operational demands that can fluctuate year to year. Unlike revenues, which 

are largely predictable due to stable sources such as property taxes and state 

reimbursements, expenditures are subject to greater uncertainty. Changes in service 

demand, rising healthcare and pension costs, unexpected infrastructure needs, and 

external economic factors all contribute to variability in spending. Additionally, the 

county’s budgeting process lacks a comprehensive system for tracking and forecasting 

expenses, leading to challenges in aligning spending with financial goals. Departments 

operate with varying levels of financial oversight, and inconsistencies in how costs are 

categorized and tracked make it difficult to perform meaningful multi-year analysis. 

Addressing these challenges will require the implementation of more robust financial 
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management practices, including improved expense tracking, clearer cost allocation, 

and long-term planning to ensure fiscal sustainability. 

General Fund Expenses 

The county has seen significant increases in expenses. ARPA floated a lot of expenses 

in the last few years but the fund is exhausted. Again, the 2020 conversion output poor 

data and cannot be trusted.  
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Retirement Fund 

Introduction 

The Potter County Employees Retirement Fund provides a pension benefit that is 

required by state law, and which is a valuable incentive for attracting and retaining 

quality personnel. 

 

County pension funds within the Commonwealth of Pennsylvania are governed by Act 

96 of 1971 – also known as “The County Pension Law”. The Act establishes a 

comprehensive framework for the creation, maintenance, and administration of pension 

funds for county employees. It outlines the responsibilities of counties, the eligibility 

criteria for employees, the management of funds, and the distribution of benefits. The 

Act ensures that all counties provide secure retirement benefits to participants while 

maintaining fiscal responsibility. 

 

Notably, the County assumes all investment risk while providing a defined benefit that is 

essentially guaranteed to its eligible participants. It is because of this assumption of risk, 

and the subsequent cost of the guarantee, that pensions have become increasingly 

rare. According to the United States Senate – Health, Education, Labor, and Pensions 

Committee, as of 2024, nearly 30% of the American workforce had a pension in 1975; 

today the number has fallen to just 13.5%. Cost is the primary reason for this decline. 

 

As this section of the study will discuss, the Potter County Employees Retirement Fund 

has been responsibly administered, is relatively healthy with respect to its funding, and 

can be preserved as a sustainable benefit so long as it remains prudently managed. 

However, multiple data points do indicate fundamental changes or trends that have 

emerged – most significantly, concerning the Fund’s demographics – which the County 

should discuss and consider with respect to its strategic planning. 

 

Public pension funds derive their assets from three sources: 

1)      Employer Contributions 

2)      Employee Contributions 

3)      Investment Returns 

 

 Public pension costs and liabilities – in contrast to the preceding which can be highly 

variable – are defined in accordance with applicable pension formulas. 

 If any one source of assets declines, relative to defined costs and liabilities, that decline 

must be made up for by another source. 
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The County can control Employer Contributions but has limited control over Employee 

Contributions. The County can also control its Investment Return Assumption, which it 

should strive to align with the long-term rate of return that can be reliably achieved by 

the plans investment portfolio (which will always be subject to market volatility). 

Accordingly, Employer Contributions and Investment Return Assumptions are two key 

areas of focus in strategic discussion. 

 Assessing Financial Health of the County Retirement Fund 

Careful management of the County Retirement Fund is essential to ensuring availability 

of the County’s financial resources to maintain and/or advance its other priorities. 

“Although taxpayer contributions to state pension plans have nearly doubled as a share 

of state revenue over the past decade, the plans still face a more than $1 trillion 

shortfall. If these benefits aren’t sustainably funded, the cost of paying for them could 

hinder states’ ability to fund core government services such as schools, public safety, 

and infrastructure.”1 

 

 
  

No government – state or local – desires to spend an increasingly large percentage of 

its budget on accrued liabilities. In the context of pension funds, much of this risk may 

 
1 NASRA Issue Brief: Public Pension Plan Investment Return Assumptions 

https://www.nasra.org/files/Issue%20Briefs/NASRAInvReturnAssumptBrief.pdf 
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be mitigated by maintaining a high Funding Ratio through a combination of the County’s 

commitment to fully funding its ADC each year and by having long-term alignment 

between the Fund’s Assumed Rate of Return and the actual performance of its 

investments. 

Funding Ratio 

Funding Ratio is a measure of Actuarial Value of Fund Assets divided by the Actuarial 

Value of Fund Liabilities. It is one of the most widely referenced measures of a pension 

system’s health – and for good reason. If the present value of a fund’s obligations is 

significantly greater than the value of its assets, a large amount of ground will need to 

be made up via some combination of investment returns and contributions. 

  

Key variables in determining Funding Ratio include: 

-          Value of Pension Fund Assets 

-          Value of Pension Fund Liabilities 

-          Assumed Rate of Return (Discount Rate) 

-          Mortality (Average Life Expectancy) 

-          Wage Growth Assumption 

-          Inflation Assumption 

-          Interest Rate Paid on Member Contributions 

 

History – Funding Ratio of the Potter County Employees Retirement Fund 

 

The following chart illustrates the historical Funding Ratio of the Potter County 

Employees Retirement Fund. Data is for the period 2011-2023, sourced from the Hay 

Group / Korn Ferry actuarial reports provided. 
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 When a retirement plan’s funding ratio is equal or greater than 100%, that plan is 

considered “fully funded”. At such a level, the retirement plan’s investment returns 

should theoretically be sufficient to cover its obligations – so long as they meet or 

exceed the return assumption, without requiring additional contributions beyond the 

Normal Cost. 

Observations 

Since 2011, the Potter County Employees Retirement Fund’s highest reported Funding 

Ratio was 97.0% (2014). The lowest Funding Ratio was 89.2% (2023). This is generally 

quite positive data for a pension fund. 

 

For context, according to Milliman, the estimated funding ratio of the 100 largest public 

pension funds in the U.S. is 79.2%, as of March 31, 2024. In Pennsylvania, the City of 

Philadelphia Board of Pensions and Retirement just reported a funding ratio of 61.9% 

(March 2024).2 

 

 
2 Milliman – Public Pension Funding Index April 2024 

https://www.milliman.com/en/insight/public-pension-funding-index-april-2024 
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However, it is important to note that Funding Ratio is dependent upon the assumptions 

used to calculate it and some care should be taken to seek out “apples-to-apples” 

comparisons. 

One of the most significant assumptions in calculating Funding Ratio is the interest rate 

assumption (aka Return Assumption). All else constant, a plan that assumes a higher 

rate of return will be earned on its investments will appear to have a higher Funding 

Ratio vs. an identical plan that assumes a lower rate of return will be earned on 

investments. 

 

The Milliman study notes a median interest rate assumption of 7.0%, which is lower and 

more conservative than the County’s current assumption of 7.5%. 

 

If the County were to estimate its Actuarial Accrued Liabilities using a more 

conservative 7.0% interest rate assumption, its Funding Ratio would be lower than the 

89.2% value from the most recent report. 

 

The County’s actuary, Korn Ferry, could provide a forecast of what the Funding Ratio 

would change to if different assumptions (e.g. 7.25% or 7.00%) were used, which is a 

recommendation the County may wish to consider. Reasons for this recommendation 

are discussed below. 

Demographic Sustainability 

When most U.S. pension funds were created, many decades ago, there were more 

active employees (paying into funds) than retirees (drawing payments from funds). 

  

For example, when the Potter County Retirement Fund was created (circa 1950) the 

ratio, nationally for pension funds, was approximately 7 active employees per 1 retiree. 

The cash flow into a pension from 7 active employees (making contributions) would be 

sufficient to not only cover the payment of benefits to 1 retiree but would also result in a 

surplus of cash flow into the retirement fund which could then be invested to compound 

over long periods of time. 

  

The current ratio of active employees to retirees across U.S. public pension funds has 

been steadily declining. Recent data shows, according to Milliman, the ratio is 

approximately 1.25 active employees for every retiree. This decline reflects the broader 

trend of an aging U.S. population, where the number of retirees is increasing faster than 

the number of active workers contributing to these pension systems. This ratio has 

significant implications for the financial health and sustainability of public pension funds, 

as it affects the balance between incoming contributions and outgoing benefits. 
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The County Retirement Fund’s ratio of actives to retirees is 0.99, indicating the Fund is 

demographically older than the national average, as of the most recent actuarial report 

prepared by Korn Ferry, but still younger than local government averages for 

Pennsylvania overall. 

Ratio of Actives to Retirees 

The population of the United States and most developed countries is aging, as is the 

case in Pennsylvania and in the majority of its counties, including Potter County. 

  

This is not without consequences and is an important fact which the County should 

consider incorporating into multiple aspects of its long-term strategic planning. 

  

Regarding pension matters, the following chart illustrates the historical Ratio of Active : 

Retired employees within the Potter County Retirement Fund. Data is for the period 

2011-2023, sourced from the actuarial reports provided. 

 

 
  

With a ratio of 0.99 Actives : Retirees, the Potter County Employees Retirement Fund is 

– for the first time in its recorded history – demographically “upside-down”. This is 

important for County leadership to understand, discuss, and consider in its long-term 

planning – though not uncommon. 
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As shown in the chart above, while not as “old” demographically as some public pension 

funds, including those in Rust Belt states such as Michigan and Illinois or even 

compared to other local government funds in Pennsylvania, the Potter County 

Employees Retirement System is no longer “young” relative to the national average for 

state & local governments. 

  

More Retirees are drawing benefits from the Fund than the number of Active employees 

making contributions, resulting in recurring negative cash flows. For example, Schedule 

H of the Report on 2023 Actuarial Valuation, prepared by Korn Ferry, details $1,440,264 

of payments for Benefits and Expenses Paid During Year versus $902,558 in 

Contributions Received During Year, a cash flow deficit of $537,706 before considering 

investments. 

  

This contribution dynamic is also not uncommon among public pension funds. However, 

it is also not advantageous to the County from a fiscal standpoint or to its investment 

management. 

  

For example, consider two pension funds: Fund A and Fund B. 
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Fund A has a net $500,000 added through contributions each year, because it has 

many Active employees and few Retirees. Fund B has a net $500,000 subtracted each 

year, because it has few Actives and many Retirees whom it is obligated to pay. 

  

Presume that financial markets have a bad year. Both pension funds suffer a $400,000 

loss. 

  

Fund A does not have to sell any of its assets to pay Retirees – it has enough inflows 

from Active employee contributions to cover all outflows. Fund B, unfortunately, must 

raise $500,000 from somewhere to pay Retiree benefits and will likely be forced to sell 

some of its investments at a loss. 

  

All else constant, an investor is at a disadvantage if it must sell assets at a time other 

than one of its own choosing. This is a difficult challenge facing the County and its 

investment management as its Fund demographics continue on this trend. 

Return Assumptions 

One of the most significant decisions within the County’s control regarding its 

Retirement Fund and its long-term implications, on both future budgeting and overall 

fiscal health of the County, is the Return Assumption selected for the Fund. 

  

Unlike private or corporate pension funds, which have minimal control over their Return 

Assumptions, public pension funds, including the Potter County Employees Retirement 

System, maintain the ability to choose the assumed rate of return upon which their 

Employer Contributions are determined. 

  

For decades, the Fund has utilized a 7.5% Return Assumption. As shown in the graphic 

below, this 7.5% Return Assumption would have been considered among the most 

conservative during the period from about 2001-2010 but is now among the most 

aggressive. 

  

There are a number of reasons that have caused public pension funds to shift to more 

conservative Return Assumptions, but the most commonly cited have been: 

  

-          Historically Low Interest Rates 

o   Historically low interest rates in the wake of the Great Recession, driven by the 

Federal Reserve’s unprecedented rate cuts and quantitative easing, reduced the rate of 

return investors could expect to receive for most fixed income investments (i.e. bond 

portfolios, CD’s, etc.) 

-          Aging Pension Fund Demographics 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 113 Kafferlin Strategies 

o   As many funds have seen their Ratio of Active : Retirees decline toward 1.0 or 

below, they have had to contend with reduced control regarding the sale of fund assets 

to cover the cost of outflows for plan benefits. This new dynamic has led many plans to 

seek out less volatile and more conservative asset allocations. 

o   Although most pension funds are considered to have a perpetual time horizon, in 

cases where Retirees outnumber Actives, an investment dynamic exists that can be 

similar to that which occurs in personal finance. 

§  For example, a younger investor who is many years away from retirement can accept 

a riskier asset allocation, and plan around a correspondingly higher rate of return, 

because they will not need to sell investments for a long period of time. They could have 

a portfolio of 80% stocks vs. 20% bonds and – should stocks decline in value, the young 

investor can wait for the market to recover. 

§  Conversely, an older investor who is on the eve or retirement – or already retired – 

does not assume many years of surplus income going into their investment account, 

with no outflows coming out. This older investor may desire a less risky asset allocation 

to reduce the chance of being forced to sell assets at a loss. They might have a portfolio 

of 60% stocks vs. 40% bonds. 

§  Critically, if their asset allocations are different, the younger and older investor would 

be expected to have different assumed rates of return for their portfolios. The more 

aggressive asset allocation could support a higher expected rate of return. The more 

conservative asset allocation would warrant a lower expected rate of return. 
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 Investment Performance vs. Actuarial Return Assumption 

Has the retirement fund’s rate of return exceeded its actuarial assumed rate of return? 

For the 10-year period ended 12/31/23, the Potter County Employees Retirement Fund 

generated a 6.13% annualized rate of return. The Fund’s blended benchmark return 

averaged 7.11% annualized. Both rates are below the 7.5% assumed rate of return 

used for actuarial projections and calculation of the County’s contributions. 

  

Reviewing older data, for the 10-year period ended 12/31/2013, the Potter County 

Employees Retirement Fund generated a 6.78% annualized rate of return. The Fund’s 

blended benchmark return averaged 6.65% annualized. Both rates are below the 7.5% 
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assumed rate of return used for actuarial projections and calculation of the County’s 

contributions. 

  

The foregoing is significant and implies the following questions: 

-          Is the County’s 7.5% assumed rate of return too aggressive to achieve? 

-          Is the Fund’s asset allocation not aggressive enough? 

-          If the County wishes to maintain a 7.5% assumed rate of return, is the County 

comfortable taking a higher level of risk? 

  

If the fund maintains a target of 7.5% and that target is greater than the return that will 

be generated over the next 10 years, the cost will be absorbed by the County in the 

form of Employer Contributions. 

Benefit Level – Class 

Act 96 permits counties to grant a pension benefit across a range of Classes or pension 

multipliers. Each employee member of the pension plan is required to contribute a 

minimum percentage of salary to the pension fund via payroll deduction. The Classes 

and minimum contribution percentages are as follows: 

Class 1/120 5% 

Class 1/100 6% 

Class 1/80   7% 

Class 1/70   8% 

Class 1/60   9% 

Class 1/50   9% 

Class 1/40   9% 

 

The Potter County Employees Retirement Fund has long maintained benefits at the 

Class 1/80 level, which is a more conservative and less costly benefit than most 

Pennsylvania counties, the majority of which provide a Class 1/70 benefit or Class 1/60. 

Authorized Rate of Interest to Credit to Member Accounts 

Act 96 requires the County to pay a guaranteed level of interest on Member 

Contributions held within the Members Annuity Reserve portion of the County 

Retirement Fund. The level of interest paid on these employee contributions must range 

between 4.0% and 5.5%. The Retirement Board controls this rate and may change it. 

  

The current rate of 5.5% is reasonable, given the alternate options available to 

employees via banks, money market mutual funds, and government bonds. 
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Cost of Living Adjustments (COLA’s) 

The Retirement Board may, from time to time, but is not required to, grant a Cost-of-

Living Adjustment (aka COLA) to retirees, increasing the pension annuity which they 

receive. 

Granting a COLA will increase cost to the County. 

  

For states and local governments, rising inflation can affect retirement system benefits, 

funding levels, and costs. In particular, increases to inflation can erode the purchasing 

power of benefits over time, making it harder for retirees to maintain a given standard of 

living. 

  

Under Act 96, Pennsylvania county retirement funds are not required to grant COLA’s. 

Contribution History 

Committing to responsibly funding pension obligations is an area where Potter County 

has excelled, making 100% of the actuarial recommended contribution for all years 

covered in this report. 

  

There are many examples of other local and even state governments that have not 

done the same, generally to their long-term fiscal detriment. 

  

It is sound fiscal practice for the County to continue making 100% of all Actuarially 

Determined Contributions or greater. 

Providers 

The County Retirement Fund is served by three long-tenured and credible providers, 

each with positive reputations and decades of experience serving public pension funds 

within the Commonwealth of Pennsylvania. 

 Korn Ferry 

An internationally established consulting firm, with multiple businesses, Korn Ferry was 

founded in 1969 in Los Angeles, California and employs a team of over 8,000, with 111 

offices in 53 countries. In 2015, Korn Ferry acquired Hay Group, the Philadelphia-based 

longtime actuary for the Potter County Employees Retirement Fund. Continuity has 

been maintained, with the same personnel serving the County for well over a decade. 
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Wells Fargo (Principal) 

Founded in 1852, Wells Fargo is one of the largest financial institutions in the world and 

offers a wide range of banking and related services. As the custodian of the Potter 

County Employees Retirement Fund, it is responsible for safe keeping of the Fund’s 

assets. The County’s current structure – which separates the custodian function from 

the Fund’s investment advisory function is prudent, as it provides an important check & 

balance that requires ongoing data reconciliation between the respective providers. 

C.S. McKee 

Founded in 1931, C.S. McKee is a registered investment advisor (RIA) regulated by the 

SEC under the Investment Advisers Act of 1940, and is a legal fiduciary to the Potter 

County Employees Retirement Fund. The firm specializes in serving institutional 

investors, such as public pension funds, which make up the majority of its client base. 

McKee does not custody the Fund’s assets, but manages its portfolios by directing 

trades, which are then reflected in the Fund’s ledger at its custodian bank. 

Pension Conclusions 

Based on the data, the Potter County Employees Retirement Fund’s demographics 

have undeniably changed, creating new challenges, and the fund has struggled over the 

past two decades, to exceed its actuarial assumed rate of return. 

  

The County may elect to maintain its current investment return assumption, which will 

preserve a greater level of budget flexibility in the near-term but should be aware that its 

current Funding Ratio assumes which, while conservative two decades ago, has since 

become aggressive relative to many other public pension sponsors. 

  

The Fund does retain high quality and reputable providers for its actuarial, custodial, 

and investment services, which is a strength with respect to strategic planning. Care 

should be taken to ensure continuation of the checks and balances inherent in an 

unbundled structure, where each provider is completely independent from the others. 

That said, the ten-year return was below the actuarial target. 

Current Financial Condition 

To put a finer point on it, a decreasing population doesn’t necessarily translate into 

decreased services or costs for a local government. This is primarily due to the need for 

maintaining baseline staffing and infrastructure, which represent fixed costs. Fixed 
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costs, such as salaries for essential personnel, maintenance of public facilities, and 

administrative overhead, remain constant regardless of population changes. 

 

In economic terms, while a reduction in population may lead to a decrease in variable 

costs—those costs that fluctuate with service demand, such as utilities, consumables, 

and some types of direct public services—this does not necessarily result in a 

proportional decrease in total costs. Total costs are the sum of fixed and variable costs, 

and because fixed costs comprise a significant portion of a municipality’s budget, they 

anchor the total expenditure at a relatively high level even as the population declines. 

 

Moreover, economies of scale, which benefit larger populations by spreading fixed costs 

over a larger number of residents, are reduced or lost in the context of a shrinking 

population. This can lead to a higher per capita cost of services, putting additional 

financial strain on the remaining residents and the local government’s budget. 

 

When the population decreases, variable costs typically decrease proportionally, but 

fixed costs remain constant. Total costs are the sum of fixed and variable costs, so even 

if variable costs decrease, total costs do not decrease proportionally because of the 

fixed costs. For example, if fixed costs are $100,000 and variable costs are $50,000, 

with a 20% population decrease, variable costs might decrease to $40,000, making the 

new total cost $140,000. This shows that a 20% reduction in variable costs only results 

in a 6.7% reduction in total costs, demonstrating that fixed costs limit the impact of 

decreasing variable costs on total expenditures. 

 

In summary, the relationship between population size and municipal costs is complex, 

as fixed costs remain unaffected by population decreases, leading to a situation where 

reductions in variable costs do not significantly impact total costs. This underscores the 

importance of strategic planning and efficient resource management in local 

government operations. 

 

Step 1 Recommendations 

In light of these concerns, there are many recommendations that come out of the Step 1 

& 2 reviews. These include the following in no particular order: 

1. Enhance Financial Reporting: The fiscal director should provide the 

Commissioners with comprehensive financial reports, including outstanding 

checks, to enable informed decision-making. A thorough understanding of each 

fund's purpose, funding sources, and allowable uses is essential for accurate 

reporting. 
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2. Implement Pooled Cash Strategy: The county should adopt a pooled cash 

management strategy and reduce the number of bank accounts to optimize 

interest earnings. 

 

3. Consider PLIGT or Similar: Explore joining the Pennsylvania Local Government 

Investment Trust (PLIGT) or a similar cash management trust to maximize 

interest rates on investments. 

 

4. Timely Financial Reporting: The administrative team must provide the 

commissioners with regular and timely financial reports to facilitate effective 

decision-making. 

 

5. Integrate All Funds into Accounting System: Ensure that all funds, including 

Tax Claim, inmate commissary, sheriff's funds, and any other unaccounted 

funds, are properly integrated into the county's accounting system. 

 

6. Move Human Services Under County EIN: Transition Human Services 

operations under the County Employer Identification Number (EIN) and enhance 

collaboration between departments. 

 

7. Utilize Financial Software for Reconciliation: Reconcile bank accounts using 

the financial software instead of relying on manual paper-based processes to 

improve accuracy and efficiency. 

 

8. Expedite Human Services Software Migration: Prioritize the migration of 

Human Services operations to the SmartFusion software system. 

 

9. Strengthen Fiscal Director's Role: The Fiscal Director should play a more 

active and integral role in the budget process, providing expertise and guidance. 

 

10. Regular Fiscal Reporting at Board Meetings: The Fiscal Director should 

present regular financial updates at board meetings to ensure transparency and 

accountability. 

 

11. Itemized Approval of AP Run: Implement a process for itemized approval of 

accounts payable runs to enhance control and oversight. 
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12. Write Desk Manual: Write a fiscal desk manual that explains how all the funds 

interact, how the chart of accounts is structured to spread knowledge beyond 

Fiscal. 

 

13. Energy Savings Initiatives: Explore energy-saving measures, such as adjusting 

temperature settings during shoulder months and competitively bidding energy 

contracts to reduce costs. 

 

14. Clean Up Chart of Accounts: The Chart of Accounts is not utilized consistently 

and has several non-departments reported as departments. There are many 

inactive, underutilized or overutilized accounts which should be cleaned up. 

 

15. Use of Accounts Consistently: Inconsistent use of accounts leads to booking 

inconsistencies, hindering accurate year-over-year analysis. Develop a Chart of 

Accounts document that provides clear and standardized account descriptions. 

 

16. Build a Capital Improvement Plan: The County should build and maintain a 

multi-year capital improvement plan with corresponding reserves and savings to 

pay for said improvements on a planned schedule. 

17.  Raise Mills: Recognizing revenue projects have been unmet, increase the 

millage rate in line with inflation to make up for lost time. 

18. Consolidate Debt: Consider taking out a bond to cover future capital needs and 

use special-purpose millage to cover it. 

19. Utilize Budget Publication Software: For transparency with the public and 

departments, consider using a comprehensive budgeting software package that 

APIs to existing accounting system to publish budgets and real-time spending on 

the County’s website. 

20. Reduce the Actuarial Target: The actuarial assumption is too high. 

21. Use Results-Based Budgeting: Try using a results or performance-based 

budgeting model. 
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Management Review 

Step 3 of the is the management audit, a critical phase that builds upon the financial 

assessment and trend analysis conducted in the earlier steps. The primary objective of 

the management audit is to evaluate the operational efficiency, effectiveness, and 

overall performance of each department within Potter County. This audit goes beyond 

financial metrics to assess how well resources are being utilized, identify any 

operational bottlenecks, and explore opportunities for improvement. 

 

During this step, comprehensive meetings were held with department heads and key 

stakeholders to gather insights into each department's current status, challenges, and 

aspirations. These discussions provided valuable context and qualitative data, which, 

combined with the quantitative financial analysis from Steps 1 and 2, allowed for a 

holistic understanding of departmental operations. 

 

The management audit focuses on identifying both strengths and areas needing 

improvement within each department. It examines workflows, staffing levels, resource 

allocation, and service delivery methods to ensure that each department is aligned with 

the county's strategic goals. The findings from this audit will inform the development of 

actionable recommendations and guide the creation of an implementation plan in 

subsequent steps. By engaging openly with department heads and fostering 

collaboration, this audit aims to create a foundation for sustainable operational 

improvements and enhanced public service delivery. 

Cross-Departmental Observations 

Generally, there are many small to medium recommendations that come from the 

departmental management reviews. That said, on the whole, the county is generally in a 

good place from an operations perspective. The departments are mostly properly 

staffed, there are not massive liabilities, and most of the capital items have been taken 

care of. That said, there are several themes and/or cross-departmental observations 

worth raising independent of the department-specific reviews. 

Departmental Organization Structure 

The County is structured into a normal but haphazard array of departments and offices. 

Much of this can be attributed to the law, but some is within the Commissioners power 

to control. As a general takeaway, this STMP recommends a more hierarchical structure 

akin to the following organizational chart. 



Strategic Management Plan  Potter County, Pennsylvania   

Approved 2025-01-23 122 Kafferlin Strategies 

 

Proposed Future Organizational Chart
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In this model, or a similar version, the Commissioners would seek to have a 

manageable span of control of not more than five major departments and perhaps a 

handful of offices, whereby departments are either large group of employees or a 

synthesized grouping of offices. Meanwhile, offices serve a specific function and are 

usually staffed by only a handful of people, whether those offices are elected or 

appointed.  

 

It is recommended that the Chief Clerk would be responsible for departments that serve 

the other departments - human resources, finance, information technology, buildings 

and grounds. In that way, the internal operations of the county government come back 

to one source of accountability. While it may not be feasible to combine other offices 

into departments beyond what is already current, that should be the general thrust of 

the Commissioners when given the opportunity for the sake of span of control and 

accountability, as well as shared resources and mission. Of course, due to statutory 

requirements, the elections department would still report to the board of elections and 

the jail to the prison board. 

Performance Budgeting & Reporting 

In the current structure, departmental performance and financial reporting are areas that 

require significant improvement. Departments in Potter County do not have real-time 

insights into their financial status, nor do they engage in meaningful follow-up 

discussions with the county commissioners regarding their operational budgets. This 

lack of real-time awareness and communication hampers the ability of departments to 

manage their resources effectively and to align their spending with strategic objectives. 

 

Moreover, the county does not employ results-based budgeting, which, while rare, could 

significantly enhance how resources are allocated and how performance is measured. 

There is a lack of synthesized or prioritized projects in coordination with the 

commissioners, who control the budget. This gap means that while capital projects are 

generally well-maintained, the process for budgeting these capital items is informal and 

lacks a structured approach. Furthermore, the absence of a cash flow budget—relying 

only on cursory analysis—limits the county’s ability to anticipate and manage financial 

challenges proactively. The financial reports provided to the commissioners are 

inadequate and do not support informed decision-making, leaving the county at a 

disadvantage when responding to fiscal issues. 

 

To address these shortcomings, it is recommended that Potter County adopt a 

comprehensive approach to budgeting. This should include the development of clear 

policies and procedures that define how budgeting processes work, encompassing cash 

flow, operational, and capital budgets. Additionally, the county should consider 
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transitioning to performance-based or results-based budgeting, which would shift the 

focus from line-item specifics to broader strategic goals. This approach would foster 

more meaningful conversations about the county’s objectives for the year or multiple 

years, ensuring that financial resources are aligned with strategic priorities. 

 

Furthermore, the financial system needs to be upgraded to generate more meaningful 

and actionable reports for the commissioners. These reports should be presented at 

regular meetings where commissioners and financial decision-makers can thoroughly 

analyze the county’s financial health. Regular department head meetings should also be 

established to provide updates on projects, ensure accountability, and keep 

departments aligned with their goals. These changes would greatly enhance the 

county’s financial management and ensure that all departments are working towards a 

common set of objectives. 

Public Reporting & Access 

Integrating advanced digital systems into Potter County's website is essential for 

enhancing transparency, reporting, and accountability to the public. These tools allow 

residents to easily access important government documents, track budgetary 

expenditures, and monitor the county's financial health in a user-friendly manner. By 

making this information publicly available online, the county promotes greater civic 

engagement and trust, ensuring that government actions are transparent and aligned 

with community interests. Moreover, such systems streamline internal processes for 

county officials, enabling more efficient data management and facilitating timely and 

accurate reporting to the public, ultimately leading to more responsible and effective 

governance. 

Regular Service Provider Review 

Potter County should establish a formal policy and procedure for regularly evaluating its 

vendors and service providers to ensure optimal performance, cost-effectiveness, and 

alignment with the county's needs. This policy would include the routine review and 

potential rebidding of contracts for critical services, such as auditing firms, radio tower 

maintenance, HVAC systems, and energy and healthcare providers. By periodically 

considering new vendors, the county can benefit from competitive pricing, improved 

service quality, and the latest industry advancements. Regularly assessing vendors also 

mitigates the risk of complacency and encourages providers to maintain high standards. 

Additionally, the county could expand this evaluation process to include other services 

such as information technology support, facility management, and transportation 

services. Implementing this policy would help ensure that Potter County consistently 

receives the best value and service from its vendors, ultimately contributing to more 

efficient and effective county operations. 
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Energy 

Potter County should consider adopting a more strategic approach to its energy 

procurement process. Currently, the county tends to make annual purchases close to 

contract expiration, locking in rates all at once. This method can expose the county to 

market volatility and budget inconsistencies. A more prudent approach would be to 

implement a laddering strategy, where energy is purchased incrementally over time, 

spreading the risk and securing rates during the "shoulder months" (spring and fall) 

when prices are generally more stable. By purchasing energy for several years into the 

future at different intervals, the county could achieve greater budget consistency and 

potentially lower costs. This approach allows for more flexibility in responding to market 

fluctuations and helps ensure that the county remains within its budgetary constraints, 

providing more predictable and manageable energy expenses over the long term. 

Healthcare & Other Benefits 

Potter County's participation in a healthcare trust pool presents both benefits and 

challenges that warrant closer scrutiny. While the stability provided by a trust is 

valuable, it comes with the downside that entities with lower claims, like Po may end up 

subsidizing those with higher claims, potentially leading to higher costs than if the 

county were independently insured. Compounding this issue is the trust's lack of 

transparency, as it currently does not share critical data with the county, making it 

nearly impossible to conduct meaningful comparisons or assess the plan's performance 

accurately. This lack of data inhibits the county's ability to make informed decisions 

about its healthcare strategy. 

 

Given the importance of excellent healthcare benefits in attracting and retaining 

employees, it is crucial that the county explores cost-cutting measures without 

compromising on the quality of coverage. This could include increasing employee 

contributions, but more importantly, conducting a thorough analysis to identify potential 

savings. The county should also consider bidding out stop-loss coverage to ensure 

competitive pricing and maintain leverage over incumbents, especially following years of 

poor risk performance. Additionally, there may be opportunities to secure a more 

competitive pharmacy contract, which could result in significant savings. Offering 

supplemental insurance options directly through payroll deductions could add 

convenience for employees while potentially lowering overall healthcare costs. Finally, 

exploring the implementation of Health Savings Accounts (HSAs) or Flexible Spending 

Accounts (FSAs) could provide tax advantages for both the county and its employees, 

further enhancing the benefits package while controlling costs. 

 

Seubert did as detailed analysis of the healthcare program as possible, given limited 

data. That report can be found here. 
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Staffing & Pay 

In general, the county has appropriately adjusted staffing levels. If all positions were 

filled, no single role would likely be excessively overburdened or underutilized. 

However, as a general trend and recommendation, the Salary Board should critically 

evaluate clerical positions that become vacant, considering the rise of technological 

advancements and budgetary concerns. Instead of automatically refilling these roles, 

the board should consider consolidating them into more skilled positions or transitioning 

to contracted services where appropriate. 

 

It is also recommended that the Salary Board formally review and update the list of 

existing positions to prevent offices from filling long-vacant roles without a thorough 

evaluation. Implementing a policy and procedure in conjunction with Human Resources 

would ensure that any vacated positions are assessed for their efficacy, necessity, and 

structure before being refilled. 

 

Lastly, many positions within Potter County are significantly underpaid compared to 

market value, leading to high turnover, excessive overtime, extended vacancies, and 

employee dissatisfaction. The Salary Board currently lacks a comprehensive 

compensation philosophy and corresponding pay structure that is both defensible and 

fair. Therefore, it is recommended that the Salary Board adopt a formal compensation 

policy and establish a wage tier system to address these issues and improve employee 

retention and satisfaction. 

Revitalize Potter County & Public Input 

The County Commissioners have commendably worked towards a working group 

whose mission would be to reverse the aging and depopulation trends - this is called 

Revitalize Potter County. Stakeholders need to be more regularly coordinated and the 

county commissioners should use their power to convene to have regular updates with 

NGOs and authorities, higher levels of government, education etc to have a coordinated 

and concerted effort to stop brain drain, bring in new employment opportunities, tourism 

and agriculture etc. The group must consider having a community leadership class for 

up-and-coming community leaders. They might also consider traveling to places like 

Kane and Jim Thorpe to glean ideas. 

 

One thing noticeably lacking is funding of such things from donors - the commissioners 

should facilitate and encourage a philanthropic foundation focused on the county and/or 

endowment funds. Currently, there is but a small piece of the Community Foundation for 

the Northern Tier.  
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Related, the county should be more proactive in regularly informing the public as to 

what the county, its departments, its agencies, partner organizations etc are doing. The 

citizenry should have a better sense of the positive things the stakeholders are doing 

perhaps by having post cards, town halls, public work sessions, etc in addition to 

concerted online presence.  

Digital Presence 

Potter County’s digital presence is currently outdated and underutilized, presenting 

significant opportunities for improvement. The county’s website, a critical tool for public 

communication and engagement, is in need of a comprehensive update. Currently, 

some divisions, such as Human Services, operate their own separate websites, leading 

to a fragmented online presence that can be confusing for residents and visitors alike. 

Additionally, the county's use of social media is minimal, missing out on a vital channel 

for community interaction and information dissemination. 

 

A modernized website should serve as a central hub for all county information, 

integrating various components to provide a seamless user experience. For example, 

the website could incorporate a tourism section that highlights Potter County’s unique 

attractions, filling a gap left by the Tourist Promotion Agency (TPA), which currently 

lacks Potter County-specific content. Economic development and site selection 

information should also be prominently featured or linked, guiding businesses and 

investors to relevant resources. 

 

The website should integrate with software systems, such as financial software for 

budget transparency, a document management system for public agendas and 

important documents, and various forms for employment interest, applications, and 

other public services. A .gov domain has already been reserved but not activated; 

utilizing this domain would enhance the site’s credibility and trustworthiness. 

Additionally, ensuring ADA compliance is crucial to make the site accessible to all 

users, including those with disabilities. 

 

To further enhance user experience, the website could incorporate a payment gateway 

for online transactions, GIS mapping and parcel viewers, and deed records. The 

addition of a chatbot could assist users in navigating the site, providing quick answers to 

common questions and guiding them to relevant sections. 

 

Finally, the website should be designed to be slick, easy to use, and integrated with 

tools like Google Analytics to monitor and improve user engagement. By taking these 

steps, Potter County can create a digital presence that not only meets the needs of its 
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residents but also supports tourism, economic development, and transparency, 

positioning the county as a modern, accessible, and community-focused government. 

Community Development 

Potter County faces several challenges and opportunities in the realm of community 

development, which, if addressed, could significantly enhance the quality of life for 

residents and increase the county's appeal as a destination for both tourists and 

potential new residents. 

 

One of the most promising opportunities lies in the development of the county's natural 

assets, particularly the Austin and North Fork dams. These areas could be transformed 

into attractive parks that serve as major tourist attractions. Establishing a Recreation 

Authority responsible for overseeing such developments could ensure that these 

projects are managed effectively, with a focus on both recreation and tourism. Such an 

authority could also take charge of developing and maintaining other recreational 

spaces, organizing community events, and promoting outdoor activities that draw 

visitors to the area. 

 

In addition to outdoor recreation, there's a notable lack of child programming and 

activities within the county. The absence of organizations like the Boys and Girls Club or 

YMCA limits opportunities for youth engagement, making the area less attractive to 

young families. Establishing or supporting programs that provide activities, mentorship, 

and educational opportunities for children would not only improve the quality of life for 

residents but also help retain younger families in the area. 

 

Public transit is another area of concern. Although there is some regional transit service, 

it appears to be insufficient to meet the needs of the community. Improving public 

transportation options could help connect residents to jobs, schools, and essential 

services, making the county more accessible and livable, particularly for those without 

access to private vehicles. 

 

The county also suffers from a lack of coordination among its relatively few community 

organizations, such as the Galeton Chamber of Commerce, Austin Pride, and various 

senior and service organizations. These groups could greatly benefit from stronger 

leadership and organizational learning initiatives, potentially facilitated by the county. By 

offering classes and resources aimed at leadership development and organizational 

effectiveness, the county could help these nonprofits become more impactful, fostering 

a stronger sense of community and cultural vibrancy. 
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Another critical issue is the declining volunteerism in Fire and EMS services. With fewer 

qualified individuals available to respond to emergencies, this poses a significant risk to 

public safety. Addressing this issue may require a combination of volunteer recruitment 

campaigns, enhanced training programs, and possibly even exploring paid staffing 

models or shared services agreements with neighboring counties to ensure adequate 

coverage. 

 

An innovative idea for the boroughs within Potter County is the concept of a circuit 

rider—an individual employed by the county but funded in part by the boroughs—who 

would focus on downtown development and community programs. This role could be 

housed within the community development office and might also include responsibilities 

related to grant writing and securing funding for local initiatives. By coordinating efforts 

across multiple boroughs, the circuit rider could help unify community development 

efforts, ensuring that resources are used efficiently and that small towns within the 

county have the support they need to thrive. 

 

By addressing these areas—recreation, youth programming, public transit, nonprofit 

coordination, emergency services, and community planning—Potter County can foster a 

more vibrant, connected, and resilient community. These efforts will not only improve 

the quality of life for current residents but also make the county more attractive to 

potential new residents and visitors. 

Housing Development 

Potter County is currently facing significant challenges in its housing market, which are 

exacerbated by the lack of a comprehensive housing plan or related study. The 

absence of such a plan makes it difficult for developers to fully understand and 

capitalize on the opportunities within the county, which in turn limits the availability of 

suitable housing for residents. A housing study would provide essential data on the 

current state of the housing market, identify gaps in housing availability, and offer 

recommendations for addressing these issues. 

 

One of the key challenges in Potter County is the insufficient quality of much of the 

existing housing stock. When higher-quality properties do become available, they are 

often quickly purchased by individuals looking to convert them into short-term rentals. 

This trend drives up housing prices, making it more difficult for local residents to find 

affordable, long-term housing. The result is a growing divide between those who can 

afford the inflated prices and those who cannot, further entrenching a "haves-and-have-

nots" dynamic within the community. 
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This situation not only limits housing options for current residents but also hampers the 

county's ability to attract new residents, particularly those who might be looking to settle 

down and contribute to the local economy. Without a sufficient supply of affordable, 

high-quality housing, the county may struggle to retain and attract the workforce needed 

to support local businesses and services. 

 

To address these issues, Potter County should prioritize the development of a 

comprehensive housing plan. This plan should include a detailed assessment of the 

current housing stock, an analysis of market trends, and projections for future housing 

needs. It should also explore strategies for balancing the demand for short-term rentals 

with the need for affordable long-term housing. This might include zoning regulations, 

incentives for developers to build or renovate affordable housing, and policies aimed at 

preserving existing housing stock for long-term residents. 

 

Furthermore, the plan should consider the unique demographic and economic factors at 

play in Potter County, such as its aging population, the influx of seasonal residents, and 

the demand for housing from those employed in local industries. By addressing these 

factors, the county can create a more balanced and sustainable housing market that 

meets the needs of all its residents, supports economic growth, and enhances the 

overall quality of life in the community. 

 

Developing and implementing a housing plan will require collaboration between county 

officials, local developers, community organizations, and residents. However, the long-

term benefits of such a plan—ranging from increased housing affordability to a more 

vibrant and economically diverse community—make it a critical investment in the future 

of Potter County. 

 

For a minor revenue generation, the Commissioners should consider passing a fee 

schedule for use of its parks, office space and such for non-government organizations. 

Economic Development 

Potter County currently lacks a comprehensive long-term economic development plan, 

which is crucial for strategically attracting and retaining businesses, fostering job 

creation, and ensuring sustainable economic growth. The Redevelopment Authority 

(RDA), which is co-housed with the Housing Authority, occasionally engages in 

economic development activities such as redevelopment and blight remediation. 

However, its primary focus remains on housing. To more effectively address the 

county's economic needs, one approach could be to expand the RDA’s mandate to 

include a stronger focus on economic development. Alternatively, the county could 
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establish a dedicated economic development function within its planning department, 

such as a Community & Economic Development Office. 

 

This new office would be responsible for several critical tasks. First, it would focus on 

attracting new businesses to the county while supporting existing businesses to ensure 

they remain and grow within the community. Workforce development would also be a 

key responsibility, involving partnerships with local educational institutions and 

workforce agencies to develop programs that align with the needs of local industries, 

ensuring a skilled labor force is available. The office would also support 

entrepreneurship by providing resources and support for startups and small businesses, 

including access to financing, mentorship, and networking opportunities. 

 

Infrastructure development would be another priority, with the office identifying and 

advocating for necessary improvements, such as broadband expansion, transportation 

upgrades, and utilities, to support economic growth. Additionally, the office would work 

on securing state and federal grants, as well as private funding, to support economic 

development projects. Tourism promotion would also be a focus, developing and 

marketing the county’s tourism assets, enhancing recreational facilities, and partnering 

with local businesses to attract visitors. 

 

The economic development office would also coordinate land use planning and 

development with the planning department to ensure that land use policies and zoning 

regulations support economic growth and align with the county’s development goals. 

The office would facilitate public-private partnerships, bringing together the public and 

private sectors to fund and implement economic development projects. 

 

In addition to establishing a dedicated economic development office, the county is 

taking steps to reactivate its Industrial Development Authority, which has been dormant 

for some time. This authority could play a significant role in financing local businesses 

and leading the economic development charge, provided it is appropriately staffed. With 

the right focus and resources, the Industrial Development Authority could be a powerful 

partner in driving the county’s economic growth and revitalization efforts. 

 

The county should also explore the potential for creating an Economic Development 

Corporation (EDC) or expanding the role of existing organizations like the Industrial 

Development Authority. An EDC could take the lead in coordinating economic 

development efforts, securing grants and funding, and partnering with private sector 

entities to drive growth. 
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One immediately salient study could have to do with the newly discovered lithium in oil 

and gas well brine, which could be a potential byproduct used for battery production. 

Either way, the economic development plan ought to capitalize on what the county has - 

like how DoTerra is using black locust for its essential oils. 

 

Partnerships with regional educational institutions could support workforce development 

initiatives, ensuring that local workers have the skills needed for emerging industries. 

These partnerships could also facilitate innovation and entrepreneurship, with programs 

designed to support startups and small businesses. 

Land Use 

Potter County has several existing tools and potential opportunities for economic 

development that are currently underutilized or unexplored. Expanding on the current 

Local Economic Revitalization Tax Assistance (LERTA) program, which is limited to 

commercial and industrial properties, could foster broader development, including 

residential housing improvements. The county's lack of promotion of the LERTA 

program has resulted in it being underutilized, so a targeted marketing strategy should 

be developed to raise awareness among developers and property owners about the 

benefits of LERTA. 

 

In addition to better utilizing LERTA, the county could consider establishing a 

Commercial Property Assessed Clean Energy (C-PACE) program. C-PACE enables 

property owners to finance energy efficiency, renewable energy, and water conservation 

projects through a special assessment on their property taxes. This could attract 

businesses and developers interested in sustainable building practices and reduce long-

term energy costs for commercial properties. 

 

The creation of a Land Bank is another powerful tool for economic development, 

particularly for addressing blight. A Land Bank could acquire, manage, and repurpose 

vacant or tax-delinquent properties, facilitating redevelopment and returning these 

properties to productive use. This would be especially valuable in areas suffering from 

blight, helping to revitalize neighborhoods and attract investment. 

 

Conducting a comprehensive Economic Development Plan would provide a clear 

roadmap for attracting businesses, fostering job growth, and enhancing the overall 

economic vitality of the county. This plan could include specific goals, strategies, and 

action steps, along with metrics for measuring progress. 

 

The county could consider launching or facilitating boroughs to use Business 

Improvement District (BID) authorities in key areas to fund improvements and services 
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that benefit local businesses and attract customers. BIDs can enhance the appeal of 

commercial districts through streetscaping, marketing, and events that draw people to 

shop, dine, and invest in the area. 

 

Planning Commission members noted that there are many vacant storefronts in the 

boroughs - the community has food deserts, limited eateries, etc.  

 

Members also noted that there is only one zoned municipality, and while countywide 

zoning may not be efficacious, perhaps the county could at least support municipalities 

that want to become zoned by providing information and potentially serving in a zoning 

officer capacity. Particularly due to the county’s “dark sky” fame, enforcement related to 

BUG lighting standards could help protect the natural resource.   

 

The Commission also noted the area could be developed as a unique place for remote 

work (from the PA Wilds), and use the PA Wilds Design Guide. Trail development 

seemed important - particularly rail trails, along with development of  

Capital Needs 

Buildings 

Buildings are actually being taken care of quite effectively and commissioners and 

maintenance team should be commended. On the whole, almost all the buildings should 

look to have new Building Automation Systems. Most of the buildings could benefit from 

an LED retrofit. 

Specific to the buildings: 

The Gunzburger Building 

The greatest opportunity is related to building envelope improvements. The windows, 

portions of the roof, weatherstripping and caulking (in that order) should be worked into 

a plan. The building could see some energy efficiency from an LED lighting retrofit and 

low-flow plumbing fixtures and water controls. While currently running and serviceable, 

the heating boiler system should be slated for replacement. Quotes for repairing or 

replacing them should be obtained and included in the budget soon. An update to the 

Fire Alarm panel to communicate over digital lines is recommended in addition to a 

building automation system. 

The Courthouse 

The current window office air conditioners should be replaced with mini-split units. The 

basement bathrooms need to be renovated. Some electrical equipment is very old and 

should be updated. The elevator is also old and small, and if usage justifies, could be 
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updated or replaced. Some shingles near the clock tower have come off and should be 

replaced before water damage occurs. This may be covered under warranty by the 

installer. A heating boiler replacement should be slated. Consider an LED lighting 

retrofit, as well. 

Jail 

The Jail was in fairly good condition, but does require some shingle replacement on the 

upper roof and a roof over the sally port is recommended for year round use and to 

prevent further water damage. Like the other buildings, it could benefit from an LED 

retrofit. There’s a make-up air unit to replace. It’s strongly recommended they look into 

low-flow plumbing fixtures with water controls. 

 

The Roulette building: During our visit it was noted that there are underground drain 

issues, leaky glass block windows and the rooftop air conditioners were very old and 

should be replaced. There was some discussion about moving the staff there to another 

location. If that does not happen, then repairs should be budgeted. Of the county 

owned-properties, this is the most tired. It could benefit from an Building Automation 

System, roof and drainage resolution, an LED lighting retrofit, replacement of roof-top 

units, unit ventilator, and split system replacements. The county might consider selling 

this building and moving its team to Gunzburger or even leasing the same back from a 

new owner to minimize the capital volatility of owning the building while maximizing 

state reimbursement.  

Fleet 

The County owns over 30 Vehicles (including trailers) of various ages. We prepared a 

separate spreadsheet projecting the replacement time frame and approximate cost into 

the future. On average the county is projected to spend over $100,000 per year on 

vehicle replacement. If the spreadsheet is kept up to date, it can be used to even out 

the costs year to year. If that is not done, some years will experience over $200,000 in 

replacement costs. This should be a standard part of the budget. The EMA vehicles are 

some of the most expensive and grants should be sought for their replacement.  

Grant Writing & Administration 

Potter County is currently missing out on numerous grant opportunities due to the lack 

of a dedicated office or individual responsible for grant writing and administration. 

Grants can provide substantial funding for various county projects, from infrastructure 

improvements to public safety initiatives, but the complexity of grant applications, SEFA 

(Schedule of Expenditures of Federal Awards) reporting, and the ongoing administration 

once grants are awarded presents significant challenges. 
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The existing departmental structure makes it nearly impossible for staff to focus on 

grant writing, as their primary responsibilities often take precedence. The urgent 

demands of day-to-day operations leave little time for the meticulous work required to 

identify, apply for, and manage grants. As a result, the county is likely leaving valuable 

funding opportunities on the table. 

 

To address this gap, it is recommended that Potter County either hire a full-time grant 

writer (W2) or contract with an experienced firm specializing in grant writing and 

administration. A dedicated grant writer would be responsible for staying informed about 

available grant opportunities, ensuring that applications are completed accurately and 

submitted on time, and managing the administrative requirements once grants are 

awarded. This role would also involve coordinating with various departments to identify 

needs and opportunities, aligning grant applications with the county's strategic goals. 

 

By centralizing the grant writing function, the county can take a more strategic approach 

to securing external funding, ensuring that opportunities are not missed due to a lack of 

capacity or expertise. Moreover, this approach would alleviate the burden on 

departmental staff, allowing them to focus on their core responsibilities while still 

benefiting from the additional resources that grants can provide. In the long run, this 

investment in a dedicated grant writer or firm could yield significant returns, enabling 

Potter County to fund critical projects and initiatives that might otherwise be 

unattainable. 

Record Retention & Digitization 

Potter County currently maintains a sustainable physical record retention system, with 

adequate storage capacity and room for future growth. However, there are significant 

concerns regarding the county's reliance on paper-based records, especially for critical 

documents such as assessment records and ordinances. These records are not backed 

up digitally, leaving them vulnerable to damage or loss from fire, pests, or other 

unforeseen events. Additionally, the lack of digital copies means that these records are 

not easily searchable, which leads to inefficiencies in accessing information and creates 

unnecessary foot traffic in county offices. 

 

To address these issues, the county should strongly consider implementing a digital 

record retention system that complies with the Pennsylvania Records Retention Act. 

Such a system would provide secure, searchable storage for all important documents, 

ensuring they are protected from physical damage and easily accessible to authorized 

personnel. This would also streamline the work of the Right to Know officer, making it 

easier to fulfill information requests promptly and accurately. 
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Moreover, a digital record retention system could include workflow automation features, 

which would greatly reduce the administrative burden associated with paper-based 

processes. For example, many applications and forms could be filled out, submitted, 

and processed digitally, reducing the time and resources spent on manual data entry 

and document handling. This transition would not only enhance operational efficiency 

but also improve the county's ability to respond to public inquiries and legal 

requirements. 

 

In summary, transitioning to a digital record retention and workflow management system 

would protect the county's critical records, increase operational efficiency, and ensure 

compliance with state laws, all while reducing the risks associated with maintaining 

paper-based records. 

Government Management System 

Potter County faces significant operational and legal risks due to the lack of policies and 

procedures across the board. Related, it lacks a centralized, comprehensive system for 

documenting policies, procedures, and forms across the entire organization. Currently, 

many essential processes are either undocumented or scattered across various 

departments, leading to inconsistencies, inefficiencies, and increased liability. 

 

Implementing a comprehensive business process management system would provide a 

centralized repository where all policies, procedures, and forms could be stored and 

accessed by authorized personnel, with varying levels of access as appropriate. This 

system would ensure that every department operates according to standardized, up-to-

date guidelines, reducing the risk of errors and inconsistencies in how services are 

delivered. 

 

The absence of properly documented policies and procedures exposes the county to 

significant risks, particularly in today's increasingly litigious environment. Without clear 

documentation, it is difficult to defend the county's actions in the event of legal 

challenges, potentially leading to costly litigation and settlements. Furthermore, as the 

county faces the "silver tsunami" of retiring employees, the institutional knowledge they 

possess is at risk of being lost if not properly documented. A system would capture this 

critical information, ensuring that new employees can quickly learn and adhere to 

established protocols. 

 

Additionally, a well-documented GMS would enhance operational continuity and 

efficiency. In times of crisis or emergency, having immediate access to well-defined 

procedures is crucial for ensuring a coordinated and effective response. It also 
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facilitates smoother transitions during staff turnover, as new employees can rely on 

comprehensive guides to understand their roles and responsibilities. 

 

When signed-off properly, such policies and procedures have weight, whereas 

undocumented processes do not. In part, this has led to situations where elected 

officials wave their “1620 rights” to defy policies of human resources. Formally passing 

in a public meeting would better define and give human resources the tools necessary 

to enforce such rules. 

 

In summary, establishing a Comprehensive Government Management System is not 

just a matter of operational efficiency—it is a critical step in protecting Potter County 

from legal risks, ensuring the continuity of services, and preserving institutional 

knowledge for future generations. By documenting and centralizing all policies and 

procedures, the county will be better equipped to navigate the challenges of an evolving 

workforce and a complex legal landscape. 

Codification & Publication 

Potter County faces significant challenges related to the management, accessibility, and 

enforcement of its ordinances. The County has relatively few ordinances, some of which 

are likely outdated, irrelevant, or in conflict with more recent regulations, creating 

confusion and potential legal liabilities. In some cases, ordinances that were never 

properly codified or passed can expose the county to risk, as they may be difficult to 

enforce or even legally questionable. Additionally, the current system tracks ordinances 

by date rather than by topic or relationship, making it difficult for county officials, legal 

professionals, and the public to determine which ordinances are relevant or how they 

interact with each other. 

 

Most ordinances are not digitized and are instead kept in physical books that are 

susceptible to damage from water, fire, pests, and other environmental factors. This not 

only endangers the preservation of important legal documents but also hinders public 

access, as these records are not easily searchable or available online. The use of 

legalese in many ordinances further complicates public understanding and compliance, 

leading to inconsistency in enforcement and a lack of clarity that could result in legal 

challenges or public dissatisfaction. 

 

Moreover, the lack of integration between ordinances and other governmental systems 

creates overlaps or gaps in regulations, which can be particularly problematic in 

situations requiring quick updates, such as emergencies or temporary situations. 

Maintaining these ordinances in their current state is resource-intensive and 

burdensome, particularly for a county with limited budgets and staff. 
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To address these issues, it is recommended that Potter County undertake a 

comprehensive process of codification and publication of its ordinances. This process 

would involve reviewing and revising all existing ordinances to eliminate redundancies, 

resolve conflicts, and ensure they are up-to-date and legally sound. Codification would 

also streamline ordinances by organizing them by topic, making them more accessible 

and easier to enforce. Digitizing these documents and publishing them online would not 

only protect them from physical damage but also enhance transparency and public 

access, enabling residents to easily search and understand the laws that govern them. 

Additionally, clearer, more accessible language would improve public understanding 

and compliance, reducing the risk of legal challenges and enhancing the consistency of 

enforcement across the county. 

Performance & Culture 

One of the key challenges identified across various departments in Potter County is the 

presence of resentment and friction, particularly toward the commissioners' office. This 

underlying tension negatively impacts overall productivity and morale, making it crucial 

to address and improve the county's organizational culture. While individual 

performance evaluations are being considered, which have both benefits and 

drawbacks, an alternative approach focused on enhancing job satisfaction and fostering 

a more collaborative environment may be more effective. 

 

Fostering a cross-departmental collaboration could prove to be restorative and create 

an atmosphere of respect for the work that each department does to provide the 

necessary services within the County ecosystem.  Allowing the departments to be 

autonomous to perform, but also not silo them into believing they are the most important 

function within the system, but in fact each needs to operate with the other in mind.   

 

Instead of traditional performance evaluations, which can sometimes exacerbate 

tensions, job satisfaction surveys and 360-degree review surveys could be 

implemented. These tools provide valuable insights into employee experiences, 

highlight areas for improvement, and encourage open dialogue between staff and 

leadership. A 360-degree review, in particular, allows employees to receive feedback 

from multiple sources, fostering a culture of continuous improvement and mutual 

respect. 

 

To boost recruitment and retention, the county could take proactive steps to show 

appreciation for its employees. Simple gestures like hosting holiday parties, sending 

birthday cards, and recognizing milestones can significantly impact making employees 

feel valued. Additionally, an employee recognition program could be introduced, where 
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outstanding performance is acknowledged through awards, public recognition, or small 

bonuses. Regular team-building activities, such as retreats or workshops, can also help 

break down barriers between departments and promote a sense of camaraderie. 

 

Creating opportunities for professional development is another important step. Offering 

training programs, workshops, or tuition reimbursement for work-related courses can 

show employees that their growth and development are priorities. Providing clear career 

advancement paths can also motivate employees by demonstrating that there are 

opportunities for growth within the county. 

 

Furthermore, implementing a flexible work policy, where feasible, could improve job 

satisfaction by allowing employees to balance their work and personal lives more 

effectively. This might include options for remote work, flexible hours, or compressed 

workweeks, contributing to a more positive work environment. 

 

Focusing on improving communication, recognizing employee contributions, and 

offering professional growth opportunities can help Potter County build a more positive 

and collaborative organizational culture. This approach not only addresses current 

tensions but also helps attract and retain talented employees, leading to a more efficient 

and harmonious workplace. 

Collective Bargaining 

Gabriel Fera PC produced a memo as of July 24, 2024 regarding collective bargaining 

agreements. That said, with potential decertification of some of the unions, it is a 

moving target. 

 

The review of Potter County's collective bargaining agreements (CBAs) reveals several 

critical areas where strategic modifications are necessary to better align the agreements 

with the county’s operational, managerial, and financial objectives. Currently, the county 

operates with six distinct bargaining units representing diverse employee groups, 

including corrections officers, probation officers, and human services employees. While 

some of these units have recently finalized new contracts, others remain in negotiation 

or have unclear contract statuses, highlighting the need for a more unified and strategic 

approach. 

 

One of the primary issues identified is the gradual erosion of management rights over 

previous bargaining cycles. The county has, over time, conceded several rights that are 

essential for effective governance and operational flexibility. Key recommendations 

include revising provisions that currently restrict the county's ability to implement new 

technologies, assign tasks across different job classifications, and update job 
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descriptions without requiring union approval. Reclaiming these rights is crucial for the 

county to maintain control over its operations and respond swiftly to changing 

circumstances. 

 

Consistency in employee benefits is another critical area of focus. The review found 

significant disparities in the benefits provided to different bargaining units, which can 

lead to dissatisfaction and perceived inequities among employees. The county is 

encouraged to standardize benefits across all units, ensuring fairness and reducing the 

administrative burden of managing multiple disparate agreements. This includes 

aligning vacation policies, sick leave allowances, and other benefits to create a more 

cohesive and equitable environment for all county employees. 

 

From a financial standpoint, the review underscores the importance of revising overtime 

policies to ensure that compensation is aligned with actual hours worked beyond the 

standard workweek, and not unnecessarily inflated by less critical considerations such 

as compensatory time off. Additionally, the review suggests limiting the carryover of 

vacation leave to minimize the financial liability associated with large payouts upon 

termination or retirement, and adjusting sick leave provisions to reduce long-term 

liabilities. 

 

Health insurance is another area where strategic adjustments are recommended. The 

county should seek to update its health insurance provisions to allow for greater 

flexibility in offering comparable coverage and establishing cost-sharing mechanisms 

that reflect actual costs. Moving to a percentage-based premium sharing model could 

incentivize employees to support cost-saving measures while maintaining access to 

quality healthcare. 

 

In summary, the recommendations outlined in the CBA review focus on three main 

objectives: reclaiming essential management rights, standardizing and aligning 

employee benefits, and enhancing financial efficiency. These changes are not only 

necessary for maintaining effective governance but also for ensuring that the county 

remains financially sustainable in the long term. Implementing these modifications will 

require careful negotiation and may span several bargaining cycles, but they are critical 

steps toward creating a more balanced, efficient, and fair operational framework for 

Potter County. 

Regional Collaboration 

Potter County should actively consider conducting feasibility studies to explore the 

potential for consolidating or collaborating with neighboring governments. This strategic 

move could significantly enhance efficiency, reduce costs, and potentially eliminate the 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 141 Kafferlin Strategies 

need for certain offices altogether. By partnering with nearby counties or municipalities, 

the county could streamline operations, reduce redundancies, and better allocate its 

limited resources. 

 

For instance, inter-governmental cooperative agreements could be established for a 

range of services. Landscaping services could be managed in collaboration with 

Coudersport Borough, leveraging existing infrastructure and personnel to reduce 

overhead costs. The county might consider fully contracting out its 911 services to 

Tioga County, which could offer more robust support given its larger scale of operations. 

Additionally, the consolidation of jail services into neighboring counties could alleviate 

the financial and logistical burdens of maintaining a local facility, while still ensuring 

public safety. 

 

Further opportunities for collaboration include contracting with other counties for 

services such as veterans affairs, domestic relations, and even certain administrative 

functions. This approach would allow Potter County to maintain high-quality services 

while reducing the financial strain on its budget. The county's recent experience in 

joining with two other counties to create a comprehensive plan demonstrates the 

viability of regional planning and could serve as a model for further cooperative efforts. 

 

Exploring these options not only provides a pathway for reducing costs but also 

positions Potter County to adapt to its shrinking and aging population. By downsizing 

and potentially eliminating some offices through consolidation, the county can focus its 

resources more effectively, ensuring that essential services continue to be delivered 

efficiently. In extreme cases, the county might even consider folding certain functions 

into a neighboring county, effectively merging operations to ensure sustainability. 

Council of Governments 

To enhance collaboration and resource-sharing among the municipalities within Potter 

County, the formation of a countywide Council of Governments (COG) is recommended. 

A COG would serve as a formalized structure for municipalities to work together on 

common issues, share services, and jointly pursue funding opportunities. By fostering 

inter-municipal cooperation, the COG could streamline operations, reduce costs, and 

improve service delivery across the county. This collaborative approach could also help 

smaller municipalities access resources and expertise they might not otherwise afford, 

while enabling the county as a whole to tackle larger regional challenges more 

effectively. Establishing a COG would provide a platform for municipalities to discuss 

shared concerns, coordinate on projects, and strengthen the overall governance and 

economic resilience of Potter County. 
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Public Safety 

For purposes of chapter divisions, this STMP connects the Department of Emergency 

Services (which includes E-911 and EMA), the Jail, District Attorney, Coroner, and 

Sheriff together under the heading of Public Safety not because of reporting or 

relationship but merely for convenience and similarly sized subchapters. Findings from 

management reviews of these departments are below. 

E-911 

Introduction 

MCM Consulting did an extensive management review of the 911 system which is 

detailed here. The review was ably performed by Jeffery Steiert, primarily, and 

supported by Michael Rearick and advised by Michael McGrady. The team was asked 

to: 

● Assess the state of the computer aided dispatch (CAD) with particular emphasis 

on the ability to operate if necessary. 

● Review the ability to answer emergency and non-emergency calls on existing call 

handling equipment (CHE). 

● Determine the general operational state and readiness to field 911 and non-

emergency calls. 

● Assess the emergency and non-emergency call volume presented annually. 

● Assess the geographical information systems in place and the ability to support 

911 requirements in both the legacy and next generational needs. 

● Determine the functional capabilities of the logging recorder. 

● Analyze the radio communications network. 

 

MCM was selected due to their subject matter expertise as well as efficiency as they 

just completed an assessment of the towers and radio system independent of the 

STMP. 

Department Overview  

Mission and Functions  

The E-911 office is a subunit of the Department of Emergency Services and is 

responsible for providing emergency communication services that ensure public safety 

and rapid response to emergencies in Potter County. Under Pennsylvania law, 

specifically the Public Safety Emergency Telephone Act (Act 78 of 1990, as amended), 

counties are mandated to establish and maintain an E-911 system that enables 

residents to access emergency services via a centralized, easily accessible telephone 
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number. The E-911 department functions as the critical link between the public and 

emergency responders, including law enforcement, fire departments, and emergency 

medical services (EMS). This department is tasked with receiving emergency calls, 

accurately determining the nature and location of the emergency, and dispatching the 

appropriate response teams. By leveraging advanced telecommunications technology, 

the E-911 department plays a vital role in safeguarding public health and safety, 

ensuring that help is promptly delivered where and when it is needed. The department 

operates under the supervision of the county commissioners and must comply with 

state regulations and standards to ensure effectiveness and reliability. 

 

Leadership Team  

The E-911 Office is a subunit of the Department of Emergency Services. The 911 

Coordinator doubles as the Director of the Department of Emergency Services. 911 

Addressing services are provided by the Planning Office’s GIS division. 

Notably, Potter County contracts with Tioga County to handle 911 calls which is a 

relatively common practice for small counties.  



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 144 Kafferlin Strategies 

Financial Condition  

Budget Overview  

This fund is primarily funded by the Commonwealth and is determined by formula 

provided by the Commonwealth.   The largest expense is contracted services.   

Funding Sources  

The 911 Office is primarily funded by the “83%” money from the State’s 911 Surcharge 

act. Secondarily, it benefits from “15%” money from the same fund for regional projects.  

Budget vs. Actual  

The 911 fund paid a loan payment to the general fund in 2019, 2021 and 2022.  This 

loan was not paid in  2023, but the increase to the contracted services made up that 

loan termination.  Therefore, the trend is keeping pace with prior years.  2023 revenues 

were much lower than prior years, making the future budgeting of this fund a little more 

difficult to predict.  

Operations and Performance  

Key Findings 

The key functions of the 911 center are largely fulfilled by the Tioga County PSAP. 

However, as part of the evaluation, the team observed the following findings: 

● FCC radio licensing is up to date with no modifications required. 

● Radio tower site and compound findings are detailed in the body of the radio 

needs assessment report but require moderate to significant remediation work. 

● The tower site compounds are generally well maintained. Site shelters were also 

surveyed and found with minor remediation requirements. 

● Grounding at several tower sites has loose or missing grounding components. 

Most tower sites and shelters were observed as not meeting R56 grounding 

standards. Site remediation is recommended including building maintenance and 

grounding. Site specific information regarding the above notes is documented in 

detail in the body of this report. 

● Potter County PSAP contains two dispatch positions with computer aided 

dispatch, call handling equipment, and radio consoles, all of which appeared to 

be functional during the initial assessment. 

● Computer aided dispatch, call handling, and radio console equipment is 

functional within the public safety answering point (PSAP). However, upon 

additional discovery within the equipment shelter, CAD servers were powered 

down including the battery backup systems meant to support the server 

equipment. 
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● Call handling equipment (CHE) appeared functional in the PSAP but staff were 

unable to articulate maintenance or use. The routing of 911 calls goes to Tioga 

County, then to Lycoming County if rolled over, so it is highly unlikely a 911 call 

would need to be re-routed to Potter County under any circumstance. No such 

call has happened in the last 12 years. 

● The logging recorder was not powered up, and reportedly non-functional, which 

is an egregious position of liability for the county. 

● Maintenance and support contracts were current on all systems but are not 

detailed in their scope of work and indemonstrable due to the inoperability of 

some equipment. 

Staffing   

The 911 staff include the director and a quality assurance and addressing coordinator. 

Both are EMD certified. The department also has a list of dispatchers who are paid “on-

call” to come into the two-seat PSAP if needed, though they have never been activated 

nor exercised. The Director indicated that it would be helpful to have even a part-time 

data entry clerk. 

Challenges and Opportunities  

Trends  

Potter County currently has less emergency calls than the state average per 1000 

residents. This is likely due to the seasonal nature of the county’s population. Due to the 

aging population, it is expected that call volume would increase in coming years as 

medical calls increase. 

Opportunities   

The primary opportunity for the County is to bid out all 911 services and redirect the 911 

funds to more meaningful investments. 

Forecast  

Needs / Capital 

The tower sites and radio equipment could use some improvements that are listed more 

extensively elsewhere. 

Performance  

While the staff and volunteers are likely capable of pinch hitting, it has been at least 

twelve years since a call was routed to Potter County, and, lacking routine training, 

functioning systems, or training records, it is doubtful that the PSAP could stand up in a 
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reasonable amount of time. While redundancy is a good and needed feature of a 911 

system, the current 911 configuration is not redundant - it is unusable. 

 

They do have monitored security system in the building and at the tower sites, however, 

it is very basic and could be upgraded to be consistent with the other county buildings 

with remote user access for law enforcement, dispatch and so forth. 

 

The County took out a large bond several years ago to upgrade this system that is 

inoperable. They have maintained 14 frequencies and the VHF system is digital but not 

P25 compliant.  

Goals 

The 911 office did not have particular goals listed.  

KPIs  

The 911 office did not provide particular key performance indicators. That said, The 

County recently had to pay back the state government reportedly hundreds of 

thousands of dollars due to ineligible or under documented expenditures from 911 

Surcharge funds. One recommended KPI would be the general fund dollars spent on 

the 911 system. 

Projects  

The 911 office did not provide a list of specific projects. 

Recommendations  

The PSAP alleges it is capable of standing up in the event that Tioga County’s system 

goes down, however, that does not seem to be the case.  

Operational  

● Tower Sites: Tower maintenance is needed, including, but not limited to minor 

maintenance, grounding with R56 standards, and the radio components need 

significant remediation work detailed in MCM’s recent needs assessment. 

● System Test: CAD servers, logging recorder, battery backup, etc. ought to be 

powered up regularly, updated and tested. 

● Maintenance: The maintenance and support contracts are current but not 

detailed enough to be meaningful and should be rewritten and competitively bid. 
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Financial  

● CAD System: It is likely that the CAD system is inoperable and could be shut 

down completely with no impact to services and the regional money rerouted to 

more efficacious uses.  

● The County needs to track 911 expenditures and their eligibility.  

● The cameras at tower sites are currently running off of MiFi devices rather than 

using the existing fiber, which would be a cost savings. 

Strategic 

● The Commissioners should consider virtually eliminating 911 as a department, 

bid out any remaining 911 services, appointing the contracted county’s 911 

Coordinator as their 911 Coordinator, and reallocating E-911 Surcharge monies 

toward other eligible uses, such as tower maintenance and equipment. 

● Rather than maintaining its own tower and radio infrastructure, the 

Commissioners should consider a long-term plan to transition onto PA STARNet 

in conjunction with the Pennsylvania Statewide Communication and 

Interoprability Plan. 
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EMA 

Department Overview  

MCM Consulting did an extensive management review of the 911 system which is 

detailed here ably performed by Michael Rearick, primarily, and supported by Jeffery 

Steiert and advised by Michael McGrady. Due to the tight working relationship between 

EMA and LEPC, the committee and hazardous material related issues are all dealt with 

in this section. Ancillary to EMA is, of course, the ten fire departments in the county, six 

of whom have BLS EMS, and the 2 independent BLS units along with Coudersport 

Ambulance which is ALS.  

Mission and Functions  

The mission of the Emergency Management Agency (EMA) in a Pennsylvania county is 

to coordinate and manage responses to natural and man-made disasters, ensuring the 

safety and well-being of residents. The agency is responsible for developing, 

maintaining, and implementing comprehensive emergency management plans that 

address all phases of emergency response, including mitigation, preparedness, 

response, and recovery. The EMA works closely with local, state, and federal agencies, 

as well as community organizations and the private sector, to facilitate communication, 

resource allocation, and logistical support during emergencies. Additionally, the EMA is 

tasked with conducting training and exercises for first responders and public officials, 

ensuring they are prepared to effectively manage crises. The agency also plays a 

critical role in public education, informing residents about emergency preparedness and 

how to respond in the event of a disaster. 

 

The Local Emergency Planning Committee (LEPC) in a Pennsylvania county is a crucial 

entity established under the Emergency Planning and Community Right-to-Know Act 

(EPCRA) of 1986. Its mission is to enhance the county's preparedness for chemical 

emergencies by developing and maintaining a comprehensive emergency response 

plan. The LEPC is responsible for identifying potential chemical hazards within the 

community, facilitating communication between government agencies, first responders, 

and the public, and ensuring that all relevant stakeholders are informed and prepared 

for potential chemical incidents. The committee includes representatives from local 

government, emergency services, industry, environmental organizations, and the 

general public, working together to assess risks, coordinate response efforts, and 

conduct public education campaigns. The LEPC also plays a key role in overseeing the 

storage and handling of hazardous materials, ensuring compliance with federal and 

state regulations, and providing training and resources to first responders to effectively 

manage chemical emergencies. 
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Leadership Team  

EMA is also a subdivision of the Department of Public Safety and the Director is 

responsible for both 911 Coordinator responsibilities and serves as the Emergency 

Management Coordinator (EMC). That position is half funded by EMPG. Within EMA, 

there is another half EMPG funded position - an Administrative Assistant that has some 

finance and emergency planning responsibilities. In the department is a Training and 

Operations Coordinator, which is fully funded by general fund dollars and is responsible 

for supporting the county’s agencies in training. 

 

The Planning Department has a tertiary role in supporting the plans of EMA. 

Financial Condition  

Budget Overview  

(Reserved) 

Funding Sources  

EMA is primarily funded through a combination of state and federal grants, which are 

allocated to support emergency preparedness, response, and mitigation efforts. 

Additionally, the agency receives funding from the county's general fund to cover 

operational costs not eligible for grant reimbursement, ensuring compliance with 

Pennsylvania emergency management requirements and sustaining essential services. 

Budget vs. Actual  

(Reserved) 

Operations and Performance  

Key Services  

The EMA office has a successful municipal emergency management training program. 

They meet the requirement for an Emergency Operations Center along with the 

necessary corresponding equipment. All policies and procedures were in order and 

ready for exercise.  

Staffing 

Like with E-911, the Director noted a role for some clerical data entry support.  
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Challenges and Opportunities  

Trends  

EMPG funds continue to decrease across the state and positions are getting defunded. 

In counties where the 911 coordinator is also the EMC, the state has suggested that 

EMPG cannot be matched by 911 Surcharge monies. They may begin to enforce that, 

at some point. 

Opportunities   

EMA could take a more active role in supporting the recruitment and training of local 

agencies. There is also not a County Continuity of Operations Plan (COOP), for the 

county generally nor the EMA office.  

Forecast  

Needs 

The Emergency Operations Center equipment should be on a replacement plan as 

some of the equipment comes to obsolescence in coming years. 

Capital Needs  

None known. 

Performance  

Goals 

None stated. 

KPIs  

None stated. 

Projects  

None stated. 

Recommendations  

Operational  

Enhance the EOC equipment. 

Financial  

Non known. 
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Strategic 

● DES should look into getting a mass notification system in addition to their 

hotline.  

● EMA should develop, in concert with Planning, a COOP for the county. 
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Jail 

The Potter County Jail is responsible for the secure custody, welfare, and rehabilitation 

of inmates serving sentences of two years less one day or less. The facility ensures the 

safe housing of inmates and provides services such as healthcare, mental health 

support, and vocational programs. The jail operates under the oversight of the Prison 

Board, which was established in recent years, and adheres to state correctional 

regulations and standards. 

 

The facility is led by the Warden, who has served for nearly thirty years. The Warden is 

supported by a Deputy Warden, correctional officers, medical staff, and administrative 

personnel. The Warden has expressed that the Deputy Warden position may not be 

necessary and could present an opportunity for cost savings. The facility collaborates 

with local healthcare providers and external agencies for medical and psychological 

services to meet the needs of the inmate population. 

 

Financially, the jail's primary funding sources include county general fund appropriations 

and revenues generated from inmate commissary funds. The Warden has advocated 

for the establishment of a dedicated technology fund, potentially funded through 

commissary revenue, to maintain and improve electronic systems such as surveillance 

cameras and telepsychiatry services. The facility operates within its allocated budget, 

though certain positions, such as a secretary role, remain unfilled due to budgetary 

constraints. 

 

The jail currently houses an average of 20-30 general population inmates, with female 

inmates being housed in external facilities across multiple counties due to space 

constraints and the lack of female correctional officers. This arrangement presents a 

financial burden on the county and logistical challenges for transportation and 

supervision.  

 

 

 

 

 

 

 

 

 

The jail employs nine full-time correctional officers, with one overnight position currently 

vacant. The facility also utilizes five to six part-time officers, a nurse, and a counselor. 

Filling the vacant secretary position has been challenging due to low starting wages. 
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While the Warden does not see an immediate need for additional full-time administrative 

staff, the workload remains a concern. 

 

Challenges faced by the facility include staff retention, operational costs, and aging 

infrastructure. The increasing cost of housing female inmates in other counties remains 

a significant financial burden. The jail has implemented cost-saving measures, such as 

low-pressure water-saving devices, to reduce utility costs. 

 

Looking forward, the jail anticipates an increase in medical-related inmate needs due to 

the aging population of Potter County. The long-term sustainability of outsourcing 

female inmate housing must be evaluated to determine cost-effective solutions. 

 

Key recommendations for the jail include developing a technology upgrade plan funded 

through commissary revenue, seeking grant funding for facility improvements such as a 

body scanner and infrastructure repairs, and increasing coordination with the Sheriff’s 

Office to optimize inmate transportation logistics without impacting jail operations. 

Additionally, the county should explore long-term solutions for female inmate housing, 

including partnerships with regional facilities or constructing a separate housing unit. 

Enhancing community service participation and work-release programs through judicial 

collaboration could also provide additional opportunities for rehabilitation and 

reintegration. 

 

Overall, the Potter County Jail operates effectively within its constraints but requires 

strategic planning and financial investment to address ongoing challenges and ensure 

continued compliance with correctional standards. 

 

District Attorney 

The Potter County District Attorney's Office is responsible for prosecuting criminal 

offenses, providing legal counsel to law enforcement, and ensuring justice is served 

within the county. The office collaborates with local, state, and federal law enforcement 

agencies to combat crime, with a particular emphasis on drug-related offenses through 

the county's Drug Task Force. The DA’s office also plays a key role in victim advocacy 

and works closely with organizations such as the Child Advocacy Center to support 

victims of crime. Additionally, the office processes warrants, extraditions, and fine 

collections, which are crucial to the county's judicial system and revenue streams. 

 

The office is led by the District Attorney, who is supported by a full-time Assistant 

District Attorney, a full-time County Detective, an Office Manager/Paralegal, a 

Victim/Witness Coordinator, and an unfilled part-time clerical position. The County 
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Detective, a retired Pennsylvania State Police officer, is responsible for investigating 

cases, preparing witnesses, and managing the evidence vault. The DA has expressed 

concerns regarding the department's staffing levels and the need for additional 

personnel to manage the increasing workload. 

 

Financially, the District Attorney's Office operates within a constrained budget, with key 

funding allocated to staff salaries, operational supplies, and investigative expenses. The 

office also manages a forfeiture account, which supplements the budget through 

proceeds from seized assets related to drug crimes. However, rising supply costs and 

storage requirements for case files have placed additional pressure on the office’s 

financial resources. The DA has identified potential grant opportunities that could assist 

with equipment upgrades and operational needs but lacks dedicated grant-writing staff 

to pursue them effectively. 

 

Operationally, the office processes an average of 300 cases per year, though it was 

projected to reach 400 cases in 2024 before stabilizing mid-year. Staffing constraints 

have led to inefficiencies, particularly in processing warrants and extraditions. The 

County Detective provides valuable investigative support, but the office lacks modern 

investigative equipment, including up-to-date digital recording devices and tracking 

systems such as the CASPER database. Evidence storage is limited, with no routine 

audits of the evidence vault currently in place. The DA has no direct involvement in 

evidence security, relying instead on the County Detective's oversight. Additionally, 

security concerns have been raised regarding unauthorized access to the DA’s office, 

prompting a recommendation for a separate keying system to improve security. 

 

The current staffing structure includes one full-time County Detective, one full-time 

Assistant District Attorney, one full-time Office Manager/Paralegal, one full-time 

Victim/Witness Coordinator, and one vacant part-time clerical position. The DA has 

expressed the need to transition the part-time clerical position to full-time to handle 

increasing administrative demands. 

 

Challenges faced by the office include an increase in warrant processing demands, 

which has placed additional pressure on the existing staff. The rise in drug-related 

crimes has also emphasized the need for specialized investigative equipment and 

resources to combat narcotics distribution effectively. 

 

Looking ahead, the DA anticipates that the office's caseload will continue to rise, 

particularly in drug-related offenses and warrant work. Additional personnel and 

resources will be necessary to meet these growing demands effectively. The DA has 

outlined several goals, including enhancing office security and operational efficiency 
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through facility improvements, acquiring necessary investigative tools and resources, 

addressing staffing needs, and increasing efforts in drug enforcement through better 

equipment and intelligence sharing. 

 

Key recommendations for the District Attorney’s Office include implementing a 

scheduled audit process for the evidence vault to ensure accountability, upgrading 

investigative equipment to enhance prosecution effectiveness, enhancing security 

protocols by installing a separate keying system, securing additional grant funding to 

support operational needs, and transitioning the part-time clerical position to full-time. 

Strategically, the office should consider relocating to a larger space within the 

Gunzburger Building to address space constraints and collaborate with law enforcement 

agencies to streamline processes and improve case outcomes. 
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Coroner 

The Potter County Coroner’s Office is one of the smallest departments and operates 

with minimal expenditures and staffing, reflecting the limited scope of its responsibilities. 

The coroner has served in the role for 30 years and maintains a pragmatic approach to 

budget management, having secured nearly $100,000 in drug-related grants while 

keeping operating costs low. The office does not seek additional funding, salary 

increases, or a dedicated vehicle, highlighting its cost-conscious approach. The primary 

expenses are related to pathologist services, which, according to the coroner, are 

sometimes utilized without proper authorization by the District Attorney’s office. 

 

Despite the modest operation, certain procedural and administrative aspects require 

attention. The coroner does not utilize a county-issued email address, and while all 

records are kept securely and separately, a formal written process for managing case 

documentation and operational procedures should be developed to ensure consistency 

and transparency. Additionally, while a county-owned cooler is available and stored at 

the coroner’s personal property, the office previously relied on hospital facilities, which 

may indicate a shift in operational needs over time. 

 

Staffing consists of the coroner, his wife serving as the chief deputy—raising potential 

problem as probability of the coroner’s unavailability and his chief deputy’s being the 

same at the same time—and a small group of deputies who receive a stipend of $100 

each, most of whom are EMTs.  

 

Key functions of the office include investigations, referrals, and cremation 

authorizations, with approximately 200 cases handled annually across these categories. 

Although the office does not have a formal agreement for transport services, 

establishing one could provide clarity and consistency in procedures. Additionally, 

efforts to document policies and establish clear operational guidelines would be 

beneficial to maintain continuity and institutional knowledge. 

 

Overall, the Potter County Coroner’s Office remains a low-cost department with a 

minimal operational footprint. However, improvements in formalizing processes, 

addressing potential conflicts of interest, and ensuring compliance with administrative 

best practices could enhance the efficiency and transparency of the office. 
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Sheriff 

The Potter County Sheriff's Office is responsible for courthouse security, prisoner 

transport, warrant service, and civil process duties. The office provides law enforcement 

support to local agencies and ensures the safety of county employees and the public 

within government facilities. The Sheriff's Office does not maintain a formal School 

Resource Officer (SRO) program, and there are currently no active constables utilized 

for court-related duties. 

 

The office is led by the Sheriff, who is supported by a part-time Chief Deputy and one 

full-time Deputy. The Sheriff also oversees courthouse security, which includes four 

part-time security officers who work in pairs. Staffing levels have been a significant 

challenge, with two full-time Deputy positions and additional security positions 

remaining vacant. 

 

Financially, the Sheriff's Office operates within a constrained budget, with primary 

expenses related to personnel, equipment, and maintenance of aging vehicles. The 

budget does not provide for large, unexpected expenses, such as repairs to the 

courthouse X-ray machine, which has been non-functional for several months, leading 

to less effective security screening measures. The Sheriff’s Office relies primarily on 

county appropriations, but the Sheriff has identified potential funding sources, including 

federal vest grants and PCCD reimbursement programs, to help offset costs for needed 

equipment such as bulletproof vests and Tasers. 

 

Operationally, the office struggles with maintaining financial equilibrium due to rising 

operational costs and unforeseen equipment failures. The Sheriff has suggested 

quantifying the value of employee benefits by including ghost benefits on pay stubs to 

improve transparency and appreciation. 

 

Staffing shortages are a major concern, with security personnel resigning due to low 

wages and demanding job duties. The Sheriff has suggested hiring Act 235 certified 

security personnel to address the gaps. Additional equipment needs include replacing 

aging patrol vehicles, obtaining body and in-car cameras, and acquiring Tasers to 

enhance non-lethal response options. All bullet-resistant vests are significantly expired, 

posing a safety risk to deputies and security staff. There is also a need for improved 

security measures at the Gunzburger Building, with the Sheriff advocating for an armed 

presence and key card access control systems. 

 

The current staffing structure includes one full-time Sheriff, one part-time Chief Deputy, 

one full-time Deputy, four part-time security officers (with vacancies), and one full-time 
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secretary. The Sheriff has emphasized the need to fill the vacant Deputy positions and 

explore wage increases to attract and retain qualified candidates. 

 

The primary law enforcement challenge in the county remains camp burglaries, with 

local police departments operating at minimal staffing levels. The Sheriff's Office has 

observed a decline in employee morale due to low wages and a perceived lack of 

appreciation. Increasing wages to remain competitive with neighboring jurisdictions and 

attract qualified personnel is a key priority. Implementing security upgrades such as 

bulletproof panels and panic buttons at the courthouse entrance, exploring additional 

grant opportunities to fund equipment replacements and personnel training, and 

establishing agreements for prisoner transport to reduce strain on current staffing are 

also identified as critical opportunities. 

 

Looking ahead, the Sheriff anticipates ongoing difficulties in recruitment and retention 

unless wages and benefits are improved. Additionally, the need for upgraded security 

infrastructure and equipment will require strategic financial planning. 

 

The Sheriff’s Office aims to enhance security measures in county buildings, improve 

recruitment and retention efforts, secure funding for critical equipment needs, and 

implement formal policies for staffing and compensation management. Key 

recommendations include investing in body cameras and in-car cameras to comply with 

law enforcement standards, prioritizing the acquisition of new patrol vehicles to replace 

aging fleet assets, implementing a structured compensatory time policy for salaried 

employees, securing grant funding to offset the cost of bulletproof vests, Tasers, and 

other essential equipment, increasing wages to remain competitive and fill vacant 

positions, optimizing budget allocation to address long-term equipment maintenance 

needs, and evaluating the feasibility of hiring Act 235 certified security personnel to 

supplement staffing needs. Relocating and reconfiguring the courthouse security 

checkpoint to enhance safety and efficiency and implementing electronic access control 

systems to improve building security at key locations are also recommended steps to 

ensure operational effectiveness. 
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Court-Related 

Common Pleas, Probation, MDJs, and Domestic Relations 

The Potter County Court of Common Pleas, along with the Probation Office, Domestic 

Relations Office, and Magisterial District Judges, is responsible for administering justice 

and overseeing various legal and rehabilitative services within the county. These offices 

function under the leadership of the President Judge, who has expressed concerns 

regarding staffing shortages, security, wages, and operational needs, all of which 

impact their ability to effectively serve the community. 

 

Financially, the court system operates within the county's budget constraints, with 

significant reliance on county appropriations. The President Judge has suggested 

utilizing IV-D funds to supplement salaries and retain qualified personnel, particularly in 

the Domestic Relations Office, where the absence of sufficient staff has created 

significant operational challenges. The Salary Board's decision to reduce key positions 

without prior discussion has placed additional strain on the remaining staff and 

compromised service delivery. Additionally, long-term legal proceedings, such as an 

ongoing murder case, have added financial strain to the budget. 

 

The department currently lacks a dedicated grant writer, which limits its ability to secure 

additional funding to support operational improvements and strategic initiatives. The 

President Judge has noted the need for more consistent communication with the Salary 

Board and commissioners to ensure funding decisions align with the court's needs. 

The Probation Office faces similar challenges, with a caseload ratio of 24:1, exceeding 

the recommended 15:1 ratio. The department's reduced staffing levels have limited the 

ability to provide adequate supervision and support for offenders. The Judge has 

suggested creating a hybrid probation officer position to oversee both juvenile and adult 

cases, which could help alleviate the workload. Additionally, the department has 

identified a need for more security measures, including a full-time security officer and 

enhanced security infrastructure. 

 

The Domestic Relations Office (DRO) is currently operating with limited staffing due to 

the loss of key positions. The director is on maternity leave, and the remaining staff are 

struggling to meet the department's demands. The lack of caseworkers, who are 

unwilling to work for the county's low wages, has hindered the effectiveness of the 

office. The department has suggested revisiting the collective bargaining agreement to 

allow for more flexibility in funding salaries through IV-D funds. 

 

Magisterial District Judges have highlighted concerns regarding their limited security 

resources and operational support. The absence of pepper spray or other protective 
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measures has raised concerns about staff safety. Additionally, the judges have 

recommended regular meetings with the commissioners to foster better communication 

and understanding of the challenges faced by the court system. 

 

The court system has identified several operational priorities, including upgrading the 

courthouse sound system, which has caused significant disruptions in hearings, 

particularly for remote participants using Polycom. The President Judge has also 

emphasized the need to pass a resolution identifying and tracking existing positions to 

better manage staffing needs. 

 

Efforts to enhance community services include exploring the establishment of a Vivitrol 

program to assist offenders with substance abuse recovery upon release. The court has 

also expressed interest in developing additional offender rehabilitation programs to 

reduce recidivism and improve community outcomes. 

 

Despite the challenges faced by the court system, the Criminal Justice Advisory Board 

(CJAB), chaired by the President Judge, has been actively working since 2010 to 

address issues related to crime prevention and rehabilitation. The CJAB has 

successfully secured PCCD funding to support treatment courts and other initiatives. 

However, there is a recognized need for additional grant writing support to maximize 

available funding opportunities. 

 

Looking ahead, the court system aims to address staffing shortages, improve security 

measures, and enhance operational efficiency through strategic planning and improved 

collaboration with county officials. Recommendations include hiring additional probation 

officers, implementing a formal security plan, and increasing engagement with the 

commissioners to ensure the court's needs are adequately addressed. 

 

Overall, the Potter County court system faces significant challenges but remains 

committed to delivering justice and rehabilitation services effectively. Addressing 

staffing, security, and financial planning issues will be key to ensuring continued 

success in serving the community. 
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Public Defender 

The Potter County Public Defender’s Office provides legal representation to individuals 

who are unable to afford private counsel in criminal cases, ensuring the constitutional 

right to a fair trial is upheld for all citizens, regardless of financial status. The 

department’s functions include defending clients in court, offering legal advice, and 

advocating on behalf of clients throughout the judicial process. The Public Defender's 

Office plays a critical role in the justice system by protecting the legal rights of the 

indigent population and ensuring equitable access to legal representation. 

 

In Pennsylvania, counties are required to establish a Public Defender's Office under the 

Public Defender Act of 1968 (Act 180). The Potter County office operates under the 

jurisdiction of the county commissioners, who appoint the Chief Public Defender to 

oversee the department. The office is currently staffed with a Chief Public Defender and 

two full-time secretaries, one of whom is semi-retired and working part-time but 

expected to return to full-time status upon the full retirement of the current staff member. 

The department also contracts additional attorneys as needed to address caseload 

demands. 

 

The financial condition of the office is stable, with a 2024 budget of $480,000, compared 

to an actual expenditure of $380,000 in 2023. The primary reason for the budget 

increase is due to rising contracted services and expenses related to a high-profile 

murder trial, which is considered an abnormal expense that will likely not recur at the 

same level in future years. The office is entirely funded by the county’s general fund, 

with no direct revenue generation. Opportunities for securing additional funding through 

project-specific grants should be explored to help offset operational costs. 

 

Operationally, the office manages a high caseload, with 233 new criminal cases in 2023 

and 266 in 2022. Additionally, the department handles probation violations and some 

Domestic Relations Office (DRO) support cases, which they would prefer to outsource. 

The public defender noted that Potter County experiences a high volume of search-

based cases due to its use as a training ground for the Pennsylvania State Police. The 

implementation of Act 244, which requires three technical probation violations before 

incarceration, is expected to reduce jail populations, thus decreasing the demand for 

legal representation in probation-related matters. 

 

Mental health cases remain a significant challenge, as the local jail is not equipped to 

manage individuals with serious mental health conditions. Law enforcement often 

responds to mental health crises, which may lead to unnecessary criminal charges 

rather than appropriate treatment. The Public Defender's Office has expressed interest 
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in adopting programs similar to those in other counties that involve immediate 

intervention by mental health professionals. 

 

Challenges faced by the office include the need for additional investigative resources, 

as there is no dedicated investigator on staff. The office has expressed interest in hiring 

an additional attorney or sharing investigative resources with neighboring counties to 

improve case preparation and client representation. Despite the staffing challenges, the 

current personnel are committed and capable, ensuring that the department remains 

functional and responsive to client needs. 

 

The office participates in the Criminal Justice Advisory Board (CJAB), which meets 

quarterly to address systemic issues in the county's justice system. Additionally, the 

department is advocating for the implementation of a Vivitrol program to assist 

individuals recovering from substance abuse upon their release from incarceration. 

Looking forward, the department aims to address operational needs by documenting 

internal processes and procedures to improve efficiency and ensure continuity in 

service delivery. Financially, the county has applied for the Indigent Defense Services 

grant, a non-competitive grant from the Commonwealth, which could provide additional 

resources for the office. 

 

Strategically, the office should focus on succession planning, cross-training staff to 

ensure continuity, and exploring potential grant funding to support operational 

improvements. Efforts should also be made to strengthen collaboration with other 

county departments to enhance the overall effectiveness of the justice system. 

Overall, the Potter County Public Defender’s Office is functioning effectively despite 

resource constraints and operational challenges. Addressing staffing needs, improving 

investigative capacity, and securing additional funding will be essential to maintaining 

and enhancing the quality of legal representation provided to indigent clients. 
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Administrative 

Commissioners 

Solicitor 

The Potter County Solicitor serves as the chief legal advisor to the county, providing 

legal counsel to the commissioners and various county departments. The solicitor's role 

encompasses a broad range of legal responsibilities, policy development, regulatory 

compliance, litigation, and governance matters. As the legal landscape for counties 

continues to expand in complexity, the solicitor plays a crucial role in ensuring that the 

county operates within legal boundaries while mitigating risks. 

 

One of the primary concerns raised by the solicitor is the inconsistency with which 

various county boards, such as the Elections Board and the Prison Board, meet outside 

of regular commissioners' meetings. Establishing a consistent and structured meeting 

schedule for these boards would improve governance, ensure timely decision-making, 

and enhance overall accountability. The county should prioritize creating a formal 

schedule and ensuring adherence to regular meeting times. 

 

Financially, the solicitor's office operates with a relatively modest budget, which may not 

be sufficient given the increasing complexities of legal issues facing the county. It is 

recommended that the county allocate additional resources to the solicitor’s office to 

accommodate evolving legal demands and provide more comprehensive support to 

county operations. 

 

Another key recommendation involves enhancing communication and coordination 

between county departments and the solicitor's office. While the county has engaged 

specialized counsel for specific legal matters, there is a need for better communication 

to keep the solicitor informed of all legal developments, even if only as a courtesy. This 

improved communication would enable the solicitor to maintain a comprehensive 

understanding of the county’s legal landscape and provide more strategic guidance 

when needed. 

 

The solicitor acknowledges the value of seeking specialized counsel for complex legal 

issues, such as labor negotiations, environmental compliance, and specialized litigation. 

As the scope of legal practice continues to widen, ensuring that the county engages the 

appropriate expertise when necessary is critical to effective risk management and 

compliance. 
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Overall, the Potter County Solicitor's Office is fulfilling its role of maintaining legal 

compliance and protecting the county’s interests. Addressing the identified areas for 

improvement will help strengthen the office’s capacity to support the county’s operations 

effectively. 
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Auditors 

The Potter County Auditors are responsible for ensuring the accuracy and compliance 

of the county's financial records, as mandated by the Pennsylvania County Code (16 

P.S. § 1701). Their primary responsibilities include auditing financial transactions, 

preparing reports, verifying adherence to financial procedures, overseeing tax 

collection, and reviewing contracts and expenditures. These efforts help maintain 

transparency, accountability, and the proper use of public funds. 

 

The office is managed by three elected auditors who serve four-year terms. Each 

auditor brings a unique skill set to the position, with one auditor in their first term after 

years of appointed service in the county, another in their second term, and the third 

serving their third term. This combination of experience provides a balanced approach 

to oversight and financial review. 

 

Financially, the department's primary expenses are wages and healthcare benefits, 

despite the auditors being per diem employees. The department does not generate 

revenue and is entirely funded through county appropriations. Budgetary increases over 

the years have been primarily due to wage adjustments, healthcare cost increases, and 

mileage reimbursement rates. The budget has remained stable and predictable year 

over year. 

 

The auditors’ key responsibility is the submission of the Department of Community and 

Economic Development (DCED) report, which is due annually in April. However, the 

implementation of a new Enterprise Resource Planning (ERP) system in 2022 has 

presented significant challenges. The auditors believe they were not adequately 

involved in the rollout and that the decision not to run the old and new systems 

concurrently has led to data inconsistencies. The 2022 DCED report remains 

outstanding due to difficulties in reconciling financial records within the new system. 

Additional training and improved communication with the fiscal office are necessary to 

resolve these issues and ensure timely reporting. 

 

Despite these challenges, the auditors have improved their internal processes by 

utilizing Excel spreadsheets and Microsoft Teams to facilitate information sharing and 

collaboration. This has enhanced their ability to track and analyze financial data 

effectively. 

 

Looking forward, the auditors have identified several operational and capital needs. 

They have requested consistent replacement of computers, copiers, and printers to 

maintain efficiency and avoid disruptions. Additionally, they have expressed a desire to 
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relocate their office from the basement to a location with more natural light and closer 

proximity to the fiscal office for better collaboration. 

 

The auditors recommend several operational improvements, including the 

establishment of written policies and procedures to ensure consistency and compliance 

with county financial standards. They also suggest the implementation of a shared drive 

for bank statements, payables, and receivables to improve data accessibility and 

transparency. The introduction of an Adobe stamp for verifying audited information 

would further enhance the accuracy and efficiency of financial reviews. 

 

Financially, the auditors have highlighted the need for all bank accounts to be 

accounted for within the ERP system, in compliance with regulations. This would 

streamline the auditing process and ensure all financial data is accurately recorded and 

accessible. 

 

Overall, the Potter County Auditors are committed to maintaining the integrity of the 

county’s financial operations but face challenges related to system implementation, 

communication, and resource allocation. Addressing these issues through enhanced 

training, improved interdepartmental collaboration, and strategic investment in 

technology will be crucial to ensuring continued financial accountability. 
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Building & Grounds Maintenance 

The Potter County Building, Grounds, and Maintenance Department is responsible for 

maintaining the county's buildings, systems, and grounds to ensure a safe, functional, 

and productive workplace for all county departments. The department strives to provide 

routine maintenance and replacements as needed to minimize costs while preserving 

the longevity of county facilities. 

 

The department is led by talented director, who oversees a team of four maintenance 

employees tasked with maintaining four primary buildings: the Gunzburger Building, the 

Courthouse, the Roulette Building, and the Emergency Services complex. While the 

department is also responsible for the Jail, maintenance responsibilities there are more 

limited due to its specific operational requirements. 

 

Financially, the department's budget primarily consists of wages, healthcare benefits, 

contractor expenses, and material purchases. As a non-revenue-generating 

department, it operates solely on county funding. Budget trends have remained 

relatively stable, with occasional increases tied to wage adjustments and rising material 

costs. 

 

Operationally, the department’s key services include maintaining and servicing county 

facilities to address the physical space needs of each department, addressing minor 

maintenance issues promptly to prevent costly repairs, and ensuring compliance with 

safety regulations. During a recent review of county buildings, it was found that they are 

generally well-maintained, though several areas require attention. 

 

The Gunzburger Building requires repairs to window sills, and the facade ledge around 

the roof's north side. Additionally, the heating boilers and the McQuay split system are 

due for replacement. Recommended upgrades include converting lighting to LED, 

installing low-flow plumbing fixtures, and updating the fire alarm panel to digital 

communication lines. 

 

The Courthouse requires replacement of window air conditioning units with mini-split 

systems, renovation of basement bathrooms, and updates to outdated electrical 

equipment. The heating boiler also needs replacement, and shingles near the clock 

tower should be replaced to prevent water damage. Modernization of lighting and 

plumbing fixtures is also recommended. 

 

The Jail is in relatively good condition but requires shingle replacement on the upper 

roof and replacement of the make-up air unit. Additionally, constructing a roof over the 
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sally port is recommended to prevent further water damage and improve year-round 

functionality. 

 

The Roulette Building has several critical needs, including addressing underground 

drainage issues, replacing leaky glass block windows, and upgrading the rooftop air 

conditioning units. A backup generator replacement is also necessary to support the 

facility's freezers, although there are plans to relocate a unit from a cell tower site to 

address this need. 

 

Challenges faced by the department include maintaining facilities in the face of Northern 

Pennsylvania’s harsh weather conditions, where seasonal temperature fluctuations 

cause expansion and contraction that can lead to damage over time. Keeping rooms at 

comfortable temperatures while managing energy costs is an ongoing challenge. 

 

Future needs include implementing a monitoring system to ensure fire and other safety 

equipment are regularly inspected. Improved coordination with tenants in shared county 

facilities, such as the Gunzburger Building, is also necessary to ensure adherence to 

safety protocols, including fire drills and clear exit routes. 

 

Strategically, the department aims to create and maintain a schedule of maintenance 

tasks, monitor outside contractor expenses, and develop a comprehensive capital 

expenditure plan to address future facility needs. Tracking performance metrics such as 

scheduled vs. completed tasks and cost tracking for contractor services will provide 

valuable insights into operational efficiency. 

 

Financial recommendations include developing a capital planning strategy that includes 

a consistent replacement schedule for essential equipment such as computers, printers, 

and HVAC systems. 

 

Overall, the Building, Grounds, and Maintenance Department plays a vital role in 

maintaining county facilities and ensuring they remain safe and functional. Addressing 

identified needs and implementing strategic planning will help the department continue 

to meet the county’s operational demands effectively. 
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Information Technology 

The Potter County Information Technology (IT) Department is responsible for providing 

secure and reliable technology solutions to support county operations. Its mission is to 

empower county departments through innovative and secure access to technology, 

optimizing operational efficiency and promoting citizen engagement. The department 

ensures a secure computing environment while addressing the diverse technological 

needs of county operations. 

 

The IT Department is led by Dan Baker and supported by contracted outside service 

providers to maintain the county's network infrastructure and cybersecurity. This hybrid 

approach leverages external expertise while keeping costs competitive through periodic 

bidding processes. However, the reliance on a single internal staff member presents 

challenges in coverage during absences, and it is recommended that a backup be 

trained to provide continuity. 

 

Financially, the IT Department is funded through the general fund budget. Budget trends 

indicate that expenditures remain relatively stable, with key investments focused on 

maintaining and upgrading infrastructure. The budget covers software licensing, 

hardware purchases, contracted services, and cybersecurity measures. However, there 

is a need for additional funding to support future initiatives such as new Polycom 

phones and audio/video systems for the courthouse. 

 

Operationally, the county’s IT infrastructure is a mix of on-premises servers and cloud 

services. Current hardware and software solutions appear to meet immediate needs, 

but ongoing vigilance is required to address evolving cybersecurity threats. The 

department must continuously adapt to emerging threats and technological 

advancements to prevent potential security breaches. 

 

A significant concern is the cybersecurity risk posed by users with legitimate access to 

the system. To mitigate this, the department should implement several best practices: 

- Mandatory cybersecurity training for all users, ensuring completion is tracked and 

enforced. 

- Complex password requirements with periodic changes to prevent unauthorized 

access. 

- Multi-factor authentication (MFA) to add an additional layer of security for both internal 

and external system access. 

- Implementing a "least access necessary" principle to limit exposure in case of 

compromised credentials. 

 



Strategic Management Plan  Potter County, Pennsylvania
   

Approved 2025-01-23 170 Kafferlin Strategies 

In addition, the department should explore several proactive measures to enhance 

security: 

- Upgrading older terminal access software to web-based solutions to minimize 

vulnerabilities. 

- Evaluating cybersecurity insurance coverage to understand response capabilities and 

cost coverage in the event of a breach. 

- Implementing a separate VLAN for guest traffic to segregate non-county devices from 

critical infrastructure. 

- Regularly testing backup systems to ensure data integrity and recovery readiness. 

- Developing a formal incident response plan with documented procedures and 

corrective action tracking. 

 

The IT Department should also leverage external resources, such as: 

- The County Commissioners Association of Pennsylvania (CCAP) Technology Program 

for guidance on best practices. 

- The National Institute of Standards and Technology (NIST) cybersecurity framework 

for compliance and roadmap planning. 

- The Department of Homeland Security’s State and Local Cybersecurity Grant Program 

(SLCGP) to access additional funding. 

 

In terms of staffing, the department currently consists of one full-time IT staff member. 

To ensure continuity and resilience, it is recommended that an additional IT technician 

be trained to provide support and serve as a backup. As the county's technological 

needs grow, increasing staff capacity will be crucial. 

 

Future capital needs include: 

- Procuring new Power over Ethernet (PoE) switches to replace aging hardware. 

- Implementing additional bandwidth from Zito Media to support increasing data 

demands. 

- Investing in updated audio/video systems for the courthouse to improve remote 

proceedings. 

 

Strategically, the department aims to maintain up-to-date hardware and software while 

responding to user needs and keeping the system secure. Key performance indicators 

(KPIs) should include tracking cybersecurity incidents, monitoring outstanding and 

completed IT requests, and ensuring expenses remain within budget. 

 

Overall, the Potter County IT Department is well-positioned to support current 

operational demands but requires continued investment and strategic planning to 

address evolving technology and security challenges. 
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Election & Voter Registration Offices 

The Potter County Elections Office and Voter Registration Department is responsible for 

managing voter registration, overseeing elections, and ensuring compliance with state 

and federal election laws. The department relies heavily on the new Act 88 funding, 

which provides $57,000 to support election operations. This funding has been 

instrumental in paying for the election operations. They have ES&S voting machines 

that were certified in 2020. However, the state has since expressed concerns about 

these machines, and the county may need to prepare to secure funding for potential 

replacements. There is also interest in implementing electronic poll pads, though the 

estimated cost of $100,000 presents a financial challenge. 

 

The department currently operates with one full-time employee and one part-time staff 

member, which presents challenges in maintaining office coverage, particularly during 

peak election periods. For the sake of redundancy and succession planning, it is 

recommended to either increase staffing or explore resource-sharing with a neighboring 

county. The current director, who assumed office in August 2022, often works 

weekends to manage the workload, a situation that underscores the need for additional 

support. 

 

Recruiting and retaining poll workers is an ongoing challenge. The county has recently 

increased poll worker pay for the first time in 15 years, with a Judge of Elections now 

earning $150, up from $105. The total cost of poll workers per election, including the 

canvassing board and mileage, is approximately $26,000. Despite this increase, 

difficulties in recruitment persist, and the county should consider additional incentives or 

outreach efforts to attract and retain election workers. 

 

The Elections Office has identified the need to consolidate polling locations to improve 

efficiency and reduce costs. Currently, there are 32 polling locations across the county, 

some of which require voters to bypass closer locations to reach their designated polling 

location. Consolidation could streamline operations and reduce logistical challenges 

while maintaining accessibility for voters. 

 

Routine inspections of polling locations have not been conducted since 2008, and an 

annual inspection process should be re-established to ensure compliance with 

accessibility and operational standards. Additionally, efforts to engage with local schools 

to conduct voter registration drives have been unsuccessful, although student poll 

workers have been successfully recruited. 

 

The department has well-organized documentation and manuals, including a 

comprehensive election operations schedule with links to critical files, though these are 
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currently stored locally. Additional standard operating procedures (SOPs) need to be 

developed, particularly for pre-canvassing and canvassing processes. Improvements in 

ballot review and L&A procedures are also recommended; currently, the director is the 

sole reviewer, and it is suggested that county political party chairs or the commissioners 

participate in the review process to ensure transparency and accuracy. 

 

Additional recommendations include introducing a candidate training night to provide 

guidance on election procedures and compliance. There is also a need for dedicated 

training for constables to ensure they are adequately prepared to perform their election-

related duties. 

 

Financially, the department's budget has remained relatively stable, with expenses 

aligning closely with projections. However, strategic planning is needed to address 

anticipated costs associated with technology upgrades and polling place consolidation. 

In terms of strategic planning, the county should consider evaluating the potential 

benefits of centralizing election operations within a single, well-equipped facility. This 

could improve efficiency, enhance security, and provide a more accessible point of 

service for voters and election workers alike. 

 

Overall, the Potter County Elections Office and Voter Registration Department is 

operating effectively but faces challenges related to staffing, funding, and infrastructure. 

Addressing these issues through strategic investments and process improvements will 

help ensure the integrity and efficiency of the election process in the county. 
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Tax Assessment & Tax Claim 

The Potter County Tax Assessment Office and Tax Claim Bureau are responsible for 

determining property values for tax purposes and managing delinquent tax collections. 

The Assessment Office ensures that property assessments are fair and accurate, which 

serves as the foundation for local government revenue. The office maintains detailed 

property records, conducts triggered assessments, handles exemptions and appeals, 

and collaborates with municipalities and other governmental entities to support 

equitable tax policies. The Tax Claim Bureau is responsible for collecting delinquent 

taxes and managing tax sales, ensuring compliance with state tax collection laws. 

 

The Tax Assessment Office currently utilizes InfoCon software for recordkeeping but 

relies on a manual card system for collecting property data before entering it into the 

database. This hybrid approach presents challenges in efficiency and accuracy. The 

county’s tax base year is 1977, and no comprehensive reassessment has been 

conducted since then. While values have increased steadily, the common level ratio 

(CLR) was 18% as of July 2024, highlighting a growing disparity between assessed 

values and market values. Despite these challenges, the office handles approximately 

200 building permits annually, with no significant backlog. 

 

The Tax Claim Bureau also uses InfoCon and manages collections efficiently through 

internal postings. They have explored the potential of integrating Value Pay for credit 

card transactions but require verification with the IT department. While the bureau 

operates effectively, it lacks comprehensive standard operating procedures, with most 

processes being verbal or public-facing only. A payment plan similar to those used by 

school districts has been suggested to assist taxpayers facing financial difficulties. The 

bureau's penalty structure includes a standard 10% penalty, and while fees were 

increased two years ago, there is concern that this disproportionately affects those 

already struggling to pay. 

 

Staffing in both departments appears sufficient, with five employees currently supporting 

operations, up from four in previous years. The Chief Assessor serves as the only 

Certified Pennsylvania Evaluator (CPE) and manages all field assessments and GIS 

mapping responsibilities. There is no formal succession plan in place, and it is 

recommended that a second CPE be trained to ensure operational continuity in the 

event of staffing changes. 

 

Several opportunities exist to enhance operations. Promoting the existing Local 

Economic Revitalization Tax Assistance (LERTA) program could help attract 

commercial and industrial investment, though there is reluctance to expand it to 
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residential properties due to perceived limited benefits. Coordination with local school 

districts to implement LERTA agreements could increase participation. 

 

Digitization of records is a priority for the office. Documents need to be scanned and 

indexed and converted into PDF-A format for long-term preservation. Implementing a 

Computer-Assisted Mass Appraisal (CAMA) system could further modernize operations, 

although its effectiveness would be contingent on a future countywide reassessment. 

Aerial imagery and parcel fabric mapping are also identified as potential investments to 

improve accuracy and efficiency in property assessments. 

 

The department should also explore automating tax billing processes and standardizing 

permit applications across municipalities to improve data collection. A centralized 

system for tracking permits and property improvements could be developed in 

collaboration with GIS staff or through partnerships with local universities. 

 

Challenges remain in ensuring timely notifications from the Commonwealth regarding 

remittances, and improved communication channels are needed. The Treasurer's Office 

has suggested consolidating financial operations under their purview, but this move is 

not currently favored by the Tax Assessment and Tax Claim offices. 

 

In terms of operational improvements, the office should consider developing a formal 

payment tracking system to monitor outstanding balances and taxpayer compliance. 

Establishing a customer relationship management (CRM) system could help track 

taxpayer interactions and improve service delivery. 

 

Overall, the Tax Assessment Office and Tax Claim Bureau are functioning well within 

existing constraints but would benefit from enhanced technology, staff development, 

and strategic planning to ensure long-term efficiency and accuracy in tax administration. 
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Treasurer 

The Potter County Treasurer's Office is responsible for managing the receipt, custody, 

and disbursement of county funds. This includes collecting taxes from the tax collectors, 

issuing various licenses, and ensuring that all financial transactions are properly 

recorded and handled in compliance with state laws and regulations, as outlined in the 

Pennsylvania County Code (16 P.S. § 1702). The office plays a role as the gatekeeper 

for all revenues flowing into the county and distributing them to the appropriate 

departments through the financial software system, SmartFusion. 

 

The office is led by an elected Treasurer who is supported by a full-time Deputy and a 

part-time Secretary/Clerk. The Treasurer's Office is currently not experiencing retention 

issues, with the existing team providing stable operations. However, the Treasurer is 

actively working on a succession plan to ensure continuity when she eventually retires 

from the position. 

 

Financially, the Treasurer's Office budget has remained consistent over the past five 

years. The primary funding sources include administrative revenue generated from 

license sales and tax collection fees. Overall, the office operates within its budget, with 

expenses averaging around $150,000 annually compared to the budgeted $183,000. 

Revenue has remained flat and aligned with budget expectations, with the exception of 

hunting license sales, which have consistently exceeded the budgeted amount by 

approximately $5,000 each year. 

 

The primary functions of the Treasurer's Office include receiving funds, ensuring proper 

distribution to the correct line items across various county funds, and processing tax 

collections and license sales for the Commonwealth. However, the department currently 

lacks written policies and procedures, relying primarily on verbal processes. Efforts are 

underway to document these processes to support future staff transitions and ensure 

operational continuity. 

 

One of the major challenges faced by the office is the current manual process for bank 

reconciliations. Automation and better collaboration on these reconciliations within 

SmartFusion would improve efficiency, reduce errors, and provide greater financial 

accuracy and transparency. The Treasurer has also expressed concerns regarding the 

current fiscal software, which has not been fully optimized since its implementation in 

December 2021. Additional training and support are needed to maximize the software's 

capabilities and ensure smooth operations. 

 

Another operational concern is the lack of privacy within the office. The Treasurer has 

indicated a need for a more soundproof and private workspace to handle sensitive 
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financial matters.  

 

 

 

Looking ahead, the Treasurer has identified opportunities to streamline operations, 

including transitioning the dog licensing process to a statewide system to reduce 

administrative burdens. The office is also considering participating in a treasury 

management program, such as the Pennsylvania Local Government Investment Trust 

(PLGIT), to optimize cash management strategies. 

 

The department is also recommending capital planning efforts to ensure consistent 

replacement and maintenance of essential office equipment, such as computers, 

printers, and copiers. Collaborating with the county IT department to implement a 

rotating capital schedule would help maintain operational efficiency and reduce 

unexpected costs. 

 

From a strategic perspective, the Treasurer supports the idea of consolidating fiscal 

services by relocating the Human Services department to the Gunzberger building. This 

move could facilitate shared fiscal responsibilities, improve collaboration, and enhance 

financial oversight across county departments. 

 

Overall, the Potter County Treasurer's Office is functioning effectively but has 

opportunities to improve operational efficiency through better utilization of technology, 

documented processes, and strategic planning for the future. Addressing these areas 

will help ensure the office continues to provide accurate and reliable financial 

management services for the county. 
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Veterans Affairs  

The Potter County Veterans Affairs Department is dedicated to assisting veterans and 

their families in securing the benefits and services to which they are entitled under state 

and federal laws. This includes guiding them through applications for benefits, providing 

information on available resources, and advocating for their rights and needs. The 

department operates under the authority outlined in the Pennsylvania County Code (16 

P.S. § 1921), ensuring compliance with legal mandates while addressing the unique 

challenges faced by the local veteran community. 

 

The department is staffed by two full-time employees, with one of the staff members 

having recently joined within the past year. The additional personnel has been 

instrumental in enhancing service capacity, and the team believes this increase in 

staffing will allow them to better serve a larger number of veterans in Potter County. 

Financially, the Veterans Affairs office is primarily funded through the county's general 

fund, with additional financial support derived from grant opportunities when available. 

The reliance on county funding presents some limitations, particularly in expanding 

services and outreach efforts. 

 

One of the most pressing challenges faced by the department is transportation for 

veterans. Currently, transportation services are limited to emergent cases, restricting 

the department's ability to assist veterans in accessing medical appointments and other 

essential services. Expanding transportation options remains a critical need, and the 

department is exploring grant opportunities to enhance outreach and support services 

for veterans facing mobility challenges. 

 

From a capital perspective, the department has identified the need for updated waiting 

area furniture, which is planned for acquisition in 2025. This upgrade aims to create a 

more welcoming and comfortable environment for veterans seeking assistance. 

The department's primary operational goals include increasing outreach efforts to 

connect with more veterans and ensuring they are aware of the benefits and resources 

available to them. Performance indicators for the department have not been formally 

established, but tracking the number of veterans served and the types of benefits 

secured could provide valuable insights into the department’s impact. 

 

Several opportunities exist for the department to improve its operations and services. 

Collaborating with other county departments and local veteran organizations could 

enhance service delivery and streamline access to benefits. Additionally, seeking 

dedicated grant funding for outreach programs could expand the department’s ability to 

reach underserved veteran populations within the county. 
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To address current challenges and capitalize on opportunities, the department should 

consider developing a strategic plan to outline long-term objectives and priorities. This 

could include securing additional funding sources, expanding transportation services, 

and strengthening partnerships with local and regional veteran support organizations. 

 

Overall, the Potter County Veterans Affairs Department is committed to serving the 

veteran community but faces operational and financial challenges that must be 

addressed to maximize its effectiveness. Addressing transportation barriers, increasing 

outreach efforts, and pursuing additional funding will be key to ensuring that all veterans 

in Potter County receive the support and assistance they need. 
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Development 

Register of Wills & Recorder of Deeds 

The Potter County Register of Wills and Recorder of Deeds office is responsible for 

overseeing the probate of wills, administration of estates, issuance of marriage licenses, 

and recording real estate transactions. These responsibilities are outlined in the 

Pennsylvania County Code (16 P.S. § 1101 for the Register of Wills and 16 P.S. § 1104 

for the Recorder of Deeds). The office ensures the accuracy, accessibility, and integrity 

of these vital public records. 

 

The department is managed by an elected official who is currently serving their second 

term. They are supported by two full-time staff members, the First Deputy and the 

Second Deputy. The First Deputy assumes leadership responsibilities in the absence of 

the elected official, ensuring continuity of operations. 

 

Financially, the department operates with consistent revenue and expense patterns 

year over year, with the primary expenses being wages and benefits. The primary 

funding source is the fees collected for filings and document processing. Annually, 

approximately $13 million passes through the department in recording fees, which are 

subsequently remitted to the Commonwealth. The office manages four bank accounts: 

two owned by the state, one that flows into the general fund, and one dedicated to a 

small fee for the improvement fund. The department's financial stability allows for 

predictable budgeting; however, the 2024 budget includes a $28,000 increase in 

another category, the purpose of which requires clarification. 

 

The office currently uses Landex as its record management system and is generally 

satisfied with its functionality. However, the department is facing increasing annual 

maintenance costs, currently at $13,500. There is an interest in acquiring an additional 

feature that would alert landowners to any filings against their property for an additional 

$2,000 per year, with an upfront setup fee of $6,000. Given the rising concern over 

fraudulent claims, such an addition could provide significant value to the community. 

Landex allows remote access for users, but further enhancements could improve 

service delivery. 

 

Staff retention remains a concern, primarily due to the county's below-average wage 

structure. Despite this challenge, the department has successfully retained skilled staff. 

The Register and Recorder has emphasized the importance of increasing compensation 

to reflect the significant financial responsibilities handled by the office and to ensure 

continued retention of qualified personnel. 
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Looking forward, the department sees opportunities to improve public access through 

an expanded online portal. Digitization efforts funded through ARPA have successfully 

scanned records; however, these documents have yet to be indexed or converted to 

PDF/A format for permanent archival. Completing this indexing process will significantly 

enhance document searchability and accessibility. The department's primary capital 

need is to index all previously scanned documents to facilitate efficient retrieval and 

ensure compliance with archival standards. 

 

Operational goals for the department include completing the indexing of scanned 

documents by 2025. No formal key performance indicators (KPIs) were identified, but 

progress on indexing and improving public access could serve as potential metrics. The 

department also aims to hire an intern to assist with indexing tasks and ensure the 

proper storage of digitized records. 

 

Improving internal operations is another priority, with the Register and Recorder 

expressing a desire for consistent department head meetings to foster communication 

and collaboration across county offices. Financially, the department seeks more 

transparent communication with the commissioners during the budget process, 

including dedicated budget hearings to discuss and clarify funding decisions. 

Strategically, succession planning is an important consideration to ensure long-term 

stability and continuity of leadership within the department. Given the critical nature of 

the office's responsibilities, developing a structured transition plan will be essential for 

maintaining efficiency and public trust. 

 

Overall, the Potter County Register of Wills and Recorder of Deeds office is functioning 

effectively but faces challenges related to increasing operational costs, staff retention, 

and the need for enhanced digital accessibility. Addressing these challenges through 

improved budgeting, strategic planning, and technological investments will ensure the 

department continues to provide high-quality service to the community. 
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Planning 
The Potter County Planning Department currently encompasses several critical 

functions, including planning, would-be zoning, GIS/mapping, and community 

development. The department is well-positioned to expand into a full-service 

development agency under the leadership of a director who could oversee all aspects of 

development, including tax claim, assessment, economic development, community 

development, economic development, planning, zoning, and GIS/mapping. This 

comprehensive approach would create a centralized resource for growth and 

development initiatives within the county. 

 

One of the primary recommendations for the Planning Department is to take the lead in 

creating and managing a countywide Council of Governments (COG). This initiative 

could enhance intergovernmental collaboration, improve service delivery, and provide a 

unified approach to regional planning efforts. Utilizing its mapping capabilities, the 

department could develop a site development selection map to assist with economic 

development and site planning, offering a valuable resource for businesses and 

developers. 

 

The department should also focus on expanding and promoting the Local Economic 

Revitalization Tax Assistance (LERTA) program to attract investment and encourage 

property improvements in conjunction with Tax Assessment. Additionally, the Planning 

Department could staff economic development aspects of various county authorities 

and assume full responsibility for managing Community Development Block Grant 

(CDBG) programs, ensuring compliance and maximizing funding opportunities. 

 

A significant opportunity for the department lies in the creation of a Recreation Authority 

to oversee the development and maintenance of recreational facilities across the 

county. Updating the master plan for North Fork Park and developing a countywide 

recreation plan would help guide future investments in outdoor amenities and tourism 

promotion. In 2028, the department should take the lead in updating the county's 

Comprehensive Plan, ensuring it reflects evolving needs and priorities. Leading up to 

that update, the department should develop targeted plans for recreation, community 

and economic development, and community risk reduction to provide a framework that 

can be incorporated into the larger comprehensive planning effort. 

 

Zoning and code enforcement in the county are currently limited, with minimal coverage 

and enforcement capabilities. The Planning Department could play a pivotal role in 

developing rural-specific zoning templates and code enforcement strategies tailored to 

the unique needs of Potter County. Providing guidance and resources to municipalities 

could help foster responsible development while preserving the county's rural character. 
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From a GIS and mapping perspective, the department could benefit from adopting 

parcel fabric for more accurate land records management. Other priorities include 

overseeing the implementation of a universal parcel identification (Parcel ID) system, 

conducting an aerial imagery flyover to enhance mapping accuracy, and supporting 

Next Generation 911 (NextGen911) efforts to improve emergency response capabilities. 

These initiatives would improve data accuracy, streamline property management 

processes, and support critical public safety initiatives. 

 

Additionally, the department could take a leadership role in revitalizing the Industrial 

Development Authority and potentially establishing a county land bank to address blight 

and promote economic development. These entities could serve as vital tools in the 

county's broader development strategy, providing resources and incentives to attract 

and retain businesses and residents. 

 

By expanding its scope and capabilities, the Planning Department can become a 

cornerstone of the county's development efforts. With a clear vision and strategic 

initiatives, it has the potential to facilitate sustainable growth, enhance community 

amenities, and position Potter County as an attractive place to live, work, and invest. 

Addressing these priorities with the necessary resources and strategic planning will be 

essential to achieving long-term success.  
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Other Agencies 

Conservation District 

The Potter County Conservation District (PCCD) operates as an agency of the county, 

with board appointments made by the commissioners and authorization granted by 

Commonwealth agencies. Although it is not under the direct control of the county 

government, PCCD plays a role in promoting the conservation and sustainable use of 

land, water, and related resources and coordinates closely with Planning. Established to 

address local environmental concerns, the Conservation District works with state 

agencies, municipalities, agricultural stakeholders, and local landowners to implement 

conservation practices and regulatory compliance measures. 

 

The mission of the Conservation District is to address critical environmental challenges 

such as soil erosion, water quality, stormwater management, and agricultural 

preservation. PCCD functions as a bridge between state entities such as the 

Pennsylvania Department of Environmental Protection (DEP) and the Pennsylvania 

Department of Agriculture, providing technical assistance, education, and regulatory 

support to ensure compliance with environmental policies and best practices. Key 

services offered by PCCD include soil and water conservation initiatives, agricultural 

support programs, watershed management projects, education and outreach efforts, 

and regulatory enforcement. 

 

The district is led by a board-appointed District Manager, supported by a small team 

consisting of a Communications and Outreach Advisor, a Resource Conservationist, a 

Low Volume/Dirt & Gravel Road Specialist, and a Watershed Technician. This 

dedicated team works to implement conservation programs and address environmental 

issues within Potter County. 

 

Financially, the Conservation District operates with a relatively minimal contribution from 

the county, approximately $45,000, which serves as a required match to leverage state 

funding. The bulk of PCCD’s financial resources are derived from state agency grants 

and program funding. While the county's contribution is modest, it remains essential for 

accessing broader funding opportunities that support conservation projects. 

 

The Conservation District faces several challenges and opportunities in its operations. 

Revenue-generating programs such as the annual birdseed and tree sales, while 

beneficial for outreach and community engagement, are not designed to cover 

operational costs. Reviewing fee structures for services such as the Erosion and 

Sediment Control (ENS) plans and National Pollutant Discharge Elimination System 

(NPDES) permits could provide additional revenue to offset rising operational expenses. 
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PCCD has expressed interest in enhancing its digital presence by redeveloping its 

website and collaborating with the County’s Planning, GIS, and Mapping departments to 

provide more comprehensive and accessible online resources. Improving the website 

could support public engagement efforts and provide better access to conservation-

related information. 

 

The district also has a unique relationship with the Saulter Preserve, which is currently 

under county ownership but partially managed by PCCD. There is interest from the 

Conservation District in assuming full management responsibility for the preserve, which 

could provide opportunities for enhanced conservation efforts and public recreational 

use. 

 

Grant writing has been identified as a significant area of need for the Conservation 

District. Staff have expressed a desire for the county to provide grant writing and 

administrative support to help secure funding for various projects, including culvert 

replacement initiatives, which could improve infrastructure resilience and environmental 

protection. 

 

Additionally, the Conservation District is exploring opportunities to expand recreational 

offerings within the county. Proposals include the development of canoe and kayak 

launch points, the creation of hiking trail maps, and even the promotion of paragliding as 

a potential tourist attraction. These initiatives could boost local tourism while promoting 

environmental stewardship. 

 

Other potential opportunities identified by PCCD include the development of high-end 

cabins along scenic vistas to support tourism and enhance revenue generation. The 

district also sees potential in further marketing the county's dark-sky tourism assets and 

promoting the unique geographic feature of the Triple Continental Divide, positioning it 

as a key natural attraction. 

 

Looking forward, PCCD will require continued financial support from the county, with 

regular increases to match inflation and ensure sustained operations. One of the 

district’s long-term capital goals is to establish an independent facility, moving away 

from the current leasing arrangement with the Redevelopment Authority. Having a 

dedicated facility would provide greater autonomy and space for operational growth. 

To improve overall operations, PCCD should focus on rebuilding its website in 

collaboration with the County Planning office to integrate GIS mapping tools and provide 

easy access to conservation resources. Exploring a recycling collection program at 
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minimal cost could further enhance the district's community engagement and 

environmental impact. 

 

From a financial perspective, the Conservation District should review its fee schedules 

and adjust them in line with inflation to better reflect market conditions. Strategically, the 

district is well-staffed compared to similar-sized counties, with funding streams tied to 

factors such as dirt road mileage rather than population. Expanding staff by utilizing 

Agricultural Conservation Assistance Program (ACAP) funds could further strengthen 

the district’s capacity and potentially introduce an assistant manager role to ensure 

continuity and succession planning. 

 

Regular testing of operational procedures, checklists, and cross-training efforts should 

be implemented to maintain efficiency and ensure resilience in service delivery. By 

addressing these strategic and operational recommendations, the Potter County 

Conservation District can continue to fulfill its mission of conserving and enhancing the 

county's natural resources for future generations. 
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Housing & Redevelopment Authorities 

The Potter County Housing and Redevelopment Authorities serve distinct yet 

interconnected purposes in addressing housing and economic development needs 

within the county. The Housing Authority is primarily responsible for providing affordable 

housing options, managing public housing units, and administering rental assistance 

programs to support low- and moderate-income residents. Meanwhile, the 

Redevelopment Authority (RDA) is tasked with revitalizing blighted properties, 

encouraging economic growth, and fostering community development. 

 

Despite their differing missions, the two authorities share appointed board members in 

common. This overlap in governance presents potential conflicts in duty and loyalty, as 

board members may face challenges in balancing the distinct objectives of each 

authority. To mitigate such conflicts and promote clear accountability, it is 

recommended that the county consider aligning the boards completely or restructuring 

them to operate independently. Aligning the boards entirely would ensure unified 

strategic direction and streamlined decision-making, whereas separating them would 

allow for a sharper focus on each authority's respective goals. That said, it would 

continue the theme of the RDA mostly being a tool of the Housing Authority rather than 

the leading force in economic development. 

 

A significant need within the community that the Housing Authority could help with is a 

comprehensive housing study for the county. Conducting such a study in collaboration 

with the county government would provide critical insights into current housing needs, 

market trends, and future development opportunities. This data-driven approach would 

enable the Housing Authority to develop targeted strategies to address housing 

shortages, affordability issues, and community growth. 

 

Currently, the Redevelopment Authority lacks a dedicated operating revenue stream, 

effectively limiting its role to functioning as a legal mechanism for the Housing Authority 

to undertake certain projects. However, the RDA has the potential to play a much larger 

role in addressing countywide challenges, particularly in tackling the persistent issue of 

blight. Blighted properties are a widespread concern across Potter County, and the RDA 

should take the lead in formulating and implementing a comprehensive blight 

remediation strategy. 

 

Looking ahead, the county commissioners may consider recommissioning the RDA to 

assume a more active role in economic development. Presently, economic development 

efforts within the county are fragmented or lacking, and the RDA could serve as a 

catalyst for change. Alternately, transforming the RDA into a key component of a newly 

commissioned Community & Economic Development office (within Planning) could 
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provide the structure needed to drive growth initiatives effectively. This office could 

potentially oversee various funding programs, including Community Development Block 

Grants (CDBG), Pennsylvania's Partnerships for Regional Economic Performance 

(PREP), and ENGAGE funding, ensuring a coordinated approach to development and 

investment. 

 

The underutilization of the Redevelopment Authority is creating a vacuum in economic 

development efforts. While funding constraints have been cited as a limiting factor, it is 

evident that a new approach is necessary. The county should explore alternative 

funding opportunities, strategic partnerships, and proactive planning to revitalize the 

RDA and position it as a leading force in community and economic development. 

Without decisive action, the county risks continuing to miss valuable opportunities for 

growth and improvement. 

 

In addition to its existing functions, the RDA could expand its scope by exploring 

opportunities such as conducting a lithium study to assess potential economic benefits, 

encouraging the establishment of distilleries, wineries, and breweries to boost tourism 

and local industry, and building a Revolving Loan Fund and microloan fund to support 

small businesses. The RDA could also play a critical role in coordinating industrial 

roundtables and engaging commercial businesses, looking into the feasibility of EV 

charging stations for both revenue generation and development purposes, and 

overseeing the implementation of the Community & Economic Development Plan to 

ensure strategic and sustainable growth for the county. 
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Human Services 

Potter County Human Services (PCHS) operates as a comprehensive human services 

system, providing a wide range of assistance to county residents under a unified 

administrative, fiscal, and programmatic structure. Established by the Commonwealth of 

Pennsylvania and the Potter County Commissioners, PCHS was formed to consolidate 

several previously separate departments, including Children and Youth Services, the 

Area Agency on Aging, and Mental Health Services. The integration of these services 

aimed to simplify access, eliminate administrative inefficiencies, and create 

opportunities for cost savings by sharing resources across programs. 

 

At one time, PCHS was part of a multi-county joinder, a structure that pooled resources 

and administrative oversight among multiple counties to optimize service delivery. The 

County may benefit from reconsidering rejoining a joinder, which could provide access 

to broader regional resources, enhance service availability, and potentially reduce 

operational costs. In the interim, aligning PCHS more closely with the County’s fiscal 

framework would enhance financial oversight and integration. Transitioning PCHS 

under the County’s SmartFusion fiscal system and ensuring all financial operations are 

conducted under the County’s Employer Identification Number (EIN) would clarify its 

position as a county agency rather than an independent entity. Currently, PCHS 

operates its own bank accounts and administration which creates unhelpful separation 

from the County’s broader structure. 

 

PCHS is primarily funded by the Commonwealth of Pennsylvania, with approximately a 

10% financial match from the County’s general fund. This financial model allows the 

County to leverage state funding to provide vital services while maintaining a relatively 

low local financial burden. However, careful financial planning is necessary to ensure 

continued sustainability and compliance with funding regulations. Efforts should be 

made to optimize funding utilization and explore potential additional funding sources. 

The services offered by PCHS cover a broad spectrum of human service needs, aimed 

at supporting individuals and families across all stages of life. Departments within PCHS 

include Alcohol, Tobacco, and Other Drugs; the Area Agency on Aging; Children & 

Youth Services; Coordinated Services; Early Intervention; Intellectual Disabilities; 

Mental Health; Medical Assistance Transportation Program; Bullying Prevention; Family 

Collaborative Council; Transitional Housing; and Women, Infants & Children (WIC). 

Each of these departments provides specialized services that address critical social and 

health issues facing the residents of Potter County. 

 

Despite its broad scope of services, PCHS faces several operational challenges that 

should be addressed to improve service delivery and accessibility. The department’s 

website is outdated and does not effectively serve as a resource for the community. 
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Given the County’s recent efforts to enhance its digital presence, it is recommended 

that the PCHS website be integrated into the County’s primary website. This integration 

would provide a centralized hub for residents seeking services, improve accessibility, 

and reduce website maintenance costs. 

 

From an organizational standpoint, PCHS operates with a dedicated team of 

professionals committed to the agency’s vision of creating a safe, educated, and 

productive Potter County. Their efforts focus on fostering an environment where 

individuals and families can thrive by offering support, education, and intervention 

services. However, staffing and resource allocation remain ongoing concerns. The 

County should evaluate whether staffing levels are sufficient to meet current service 

demands and explore opportunities to enhance recruitment and retention efforts to 

address workforce challenges. 

 

The operational efficiency of PCHS can also be improved through better 

interdepartmental coordination and data-sharing practices. Strengthening 

communication between the various departments within PCHS and with other County 

offices would create a more seamless service experience for residents and reduce 

redundancies in service provision. Furthermore, investing in training and development 

programs for PCHS staff could help enhance their ability to respond to evolving 

community needs and regulatory requirements. 

 

Looking ahead, strategic planning efforts should focus on identifying opportunities for 

collaboration with regional partners, expanding program offerings to meet emerging 

needs, and leveraging technology to improve service delivery. Engaging with 

stakeholders, including service recipients, community organizations, and state 

agencies, will be crucial in ensuring that PCHS continues to effectively serve the 

residents of Potter County. 

 

Overall, while PCHS provides essential services that contribute to the well-being of 

Potter County residents, there are several opportunities for improvement. Addressing 

financial integration, enhancing digital accessibility, optimizing staffing and resources, 

and exploring collaborative partnerships are key areas that can help strengthen the 

agency’s impact and sustainability. 
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Multi-Year Plan Adoption & Implementation 

The final step of the Strategic Management Planning Program (STMP) focuses on 

translating the insights and recommendations gathered throughout the process into an 

actionable, multi-year plan. This step represents the culmination of the program, where 

strategic vision meets practical execution. The multi-year plan serves as a roadmap for 

Potter County, outlining the priorities, objectives, and specific initiatives that will guide its 

operations, finances, and development over the coming years. 

The adoption and implementation of this plan are critical to achieving long-term 

sustainability and effectiveness. It requires a collaborative commitment from county 

leadership, department heads, and key stakeholders to ensure alignment across all 

levels of government. The plan not only identifies specific actions but also sets 

measurable goals, timelines, and responsibilities to hold individuals and departments 

accountable. By formalizing this process, Potter County establishes a framework for 

tracking progress, adapting to changing conditions, and maintaining transparency with 

residents and other stakeholders. This step also marks the transition from strategic 

planning to active governance, laying the groundwork for a stronger, more resilient 

county government. 

This multi-year plan is a proposed framework designed to guide Potter County toward 

greater sustainability, efficiency, and growth. However, it is not a static document; it 

should be revisited and evaluated annually, ideally as part of a broader annual strategic 

action plan developed by the commissioners. This regular evaluation ensures the plan 

remains aligned with emerging challenges and opportunities, adapting to the county’s 

evolving needs. The situation facing the county is critical, and incremental changes may 

no longer suffice. It is time to take bold action, embracing innovative and potentially 

transformative strategies. At the same time, with limited resources, it is imperative to 

remain focused and prioritize carefully. Not every recommendation can or should be 

implemented at once. The county must be strategic, concentrating its efforts on 

initiatives with the greatest potential impact while laying the groundwork for future 

successes. Bold action tempered with clear priorities will position Potter County for 

resilience and growth in the years ahead. 

Themes 

Potter County’s declining population has created a ripple effect that impacts nearly 

every facet of its operations and financial sustainability. Stagnant real estate 

development, coupled with a dwindling tax base, has left property tax revenues unable 

to keep pace with inflation. Unfortunately, a smaller population does not equate to 
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proportionately lower costs for essential services. Instead, the county faces the dual 

burden of maintaining services while spreading the financial load over fewer residents. 

This dynamic, exacerbated by recent inflation, has left the county struggling to keep up, 

making it increasingly urgent to adapt its strategies with a long-term perspective. 

What Potter County does today must reflect the realities of tomorrow: a future with 

fewer taxpayers, fewer transactions, and potentially reduced service demands. To 

position itself for long-term sustainability, the county must embrace several overarching 

themes to mitigate the challenges of population decline: 

Consolidate Positions, Offices, Cross-Train 

First, the county should continually refine and pyramid its organizational structure. As 

vacancies arise, the county must seize the opportunity to consolidate departments (as 

illustrated in the drafted organizational chart) and cross-train staff to maximize flexibility 

and resilience. Wherever feasible, services should be outsourced on performance-

based contracts, ensuring that the county pays for outcomes rather than just efforts. 

Collaborate & Outsource 

Second, collaboration and consolidation with neighboring local governments should 

become a strategic priority. By creating a Council of Governments (COG), Potter 

County could not only share services with municipalities like Coudersport Borough but 

also partner with nearby counties such as Cameron County to achieve economies of 

scale. Such partnerships would enable the county to deliver services more efficiently 

while reducing costs and administrative redundancies. 

Invest in Community Development 

Third, the county must make bold, long-term investments in economic and community 

development. Revitalizing initiatives like "Revitalize Potter County" or using the COG 

structure to spearhead collaborative development projects could help create jobs, 

attract residents, and stimulate local economic activity. These investments would 

address the root causes of population decline, offering incentives for people to live, 

work, and build businesses in Potter County. That should include promoting LERTA. 

Increase Revenues from Fees, Grants & Services 

Finally, exploring alternate funding streams is essential to offset declining tax revenues. 

The county should hire a dedicated grant writer and administrator to aggressively 

pursue state, federal, and private grants. Evaluating and adjusting fees for county 

services, where appropriate, could also generate additional revenue. Additionally, the 
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county should seek creative, non-traditional revenue sources, such as installing electric 

vehicle (EV) charging stations to generate user fees and attract tourism dollars. 

Primary Recommendations 

In order to maximize the potential of this program, both efficacy and grant revenue, appoint an 

Implementation Manager (likely the Chief Clerk) as soon as possible. It is also advisable to 

create a STMP Task Force to advise, prioritize and implement the plan. Further, use that team 

to create annual strategic action plans, and apply for future Phases as soon as possible. 

Recommendation 1: Enhance Revenues 

1. Raise mill rate immediately  

2. Do LiDAR fly over  

3. Expand and promote LERTA 

4. Do countywide reassessment 

5. Keep portion of TPA funds 

6. Lease 911 tower space  

7. Divest of excess land  

Recommendation 2: Expand Community & Economic Development 

1. Revitalize Industrial Development Authority, Redevelopment Authority, and/or create 

Landbank Authority  

2. Reactivate Revitalize Potter County  

3. Get a Community & Economic Development Plan in place 

4. Update Comprehensive Plan (2029-2030) 

Recommendation 3: Reform Internal Operations 

1. Do results-based budgeting, capital budget 

2. Implement remaining modules in fiscal software 

3. Consolidate Human Services fiscal into fiscal software  

4. Implement a pooled cash strategy 

5. Join PLGIT or otherwise increase interest rates 

6. Enhance fiscal reporting 

7. Simplify Chart of Accounts 

8. Centralize billing (even intra-departmental) and cost allocate 

9. Go through codification process 

10. Scan paper records (especially tax records)  

11. Build a new, unified website ($45k) 

12. Adopt document management system (LaserFiche, CiviDocs) 

13. Get a constituent (contact) relationship management system 

14. Write comprehensive management system policies & procedures (too numerous to list) 
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15. Update employee handbook, job descriptions, and compensation plan 

16. Implement ticketing systems  

Recommendation 4: Consolidate Services 

1. Decommission 911 as a department, contract with other counties 

2. Study closing and alternatives to incarceration ($12.5k) 

a. Contract pre-trial and placement services  

3. Study human services rejoining the regional joinder  

4. Study sharing virtually all director positions with other counties 

5. Consolidate or collocate MDJ office 

6. Share employees with neighboring counties through IGA (human resources director, 

fiscal director, tax claim, etc.) 

7. Contract grant writing and administration services  

Recommendation 5: Cut Costs 

1. Cut internal auditors benefits at next applicable election 

2. Bid energy, healthcare services  

3. Sell DHS building and lease back 

4. Consolidate polling locations 

Comprehensive Recommendations 

The following list comprises recommendations and areas for further exploration. The first 

column aligns with the DCED’s framework for the STMP recommendations, ensuring 

consistency with established guidelines. The next column categorizes each recommendation to 

facilitate sorting and prioritization. The department area identifies the office responsible for 

driving the recommendation forward, while the final column presents the specific 

recommendation itself. This document is intended to be a dynamic resource—a starting point 

that can be expanded and refined over time. It should serve as a tool for the county to reference 

annually in the development of strategic action and work plans. 

 

 

Note: The following number listing is  not in recommended order of implementation. It 

was merely chronologically added to the list. The table is meant to be filtered and sorted based 

the reader’s interest by using the preceding columns. 
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Appendices 

  




