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Overview 
 

• MMH faces an imminent financial crisis and possible closure 

• We as a community face difficult choices  

• The stakes are high for everyone 

• We are committed to considering all options and making a decision together 

• Our goal is to serve the best interests of all the people who depend on MMH 

 

Letter from MMH CEO/Board Chair 
 

Dear Neighbors, 

This report is part of a continued process for our community to determine the future of 
Massena Memorial Hospital. The hospital is in the midst of a financial crisis and, unless we act 
proactively to take a new path, MMH will be forced to close no later than 2017, and perhaps 
within the next 18 months. 

The main driver of the hospital’s financial crisis is our required contribution to the New York 
State Pension plan, which is currently more than $4 million a year – far more than comparable 
regional hospitals pay for their private pension plans. Even if the economy improves and 
pension contributions decline, the reduction in NYS pension contributions will be moderate 
and gradual – it will not be enough to allow MMH to avoid running out of money and closing 
our doors. 

Though, we were recently notified that MMH may receive up to $4.25 million in an Interim 
Access Assurance Fund (IAAF) grant from the New York State Department of Health by the end 
of the year, the hospital’s financial situation continues to worsen and we are at the point 
where we will have to begin cutting jobs and services in order to keep MMH open.  

The IAAF grant is an acknowledgement of MMH’s dire financial situation and is designed to 
help the hospital continue providing vital services while it develops a plan for long-term 
financial stability. It does not change the fact that without significant changes in the 
hospital’s operations, MMH will close by 2017. It is critical that we as a community make a 
decision as soon as possible to retain as many jobs as we can and continue to provide the 
quality healthcare that this community expects and deserves. 

MMH is the only remaining town-owned hospital in New York State. Unlike other comparable 
municipal hospitals around the state, MMH does not receive any taxpayer funding and, 
because it is town-owned, MMH is not eligible for certain state and federal funds that some 
other municipal facilities receive. 
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Earlier this year, the MMH Board of Managers recommended that MMH convert to a financially 
independent nonprofit that will continue to provide health care to the entire community, 
remain one of the town’s largest employers, recognize the hospital’s unions and offer a new 
pension benefit to employees. 

Ultimately, the Massena Town Board will decide to accept that recommendation or not, but 
this decision affects our entire community and we feel it is important that we gather as much 
input and information as possible from the entire community. In April, we launched a public 
information process featuring community and strategy meetings and the wide distribution of 
information via direct mail, a business community survey and a dedicated website 
(www.futureofmmh.org) to seek input from as many stakeholders as possible. This report 
summarizes what we have learned thus far from the public information process. 

While the MMH Board of Managers continues to believe that the best solution is for MMH to 
become a financially independent nonprofit, other possible solutions were generated from the 
public information process including the idea of a three-year wage freeze. All of the 
identified possibilities are discussed in greater detail in this report. 

Thank you for taking the time to review this report and participating in this crucial decision. 
As we have continually stressed throughout this process, we want what is best for our 
community: to secure the future of our community hospital, be fair to our employees, ensure 
continued access to excellent medical care in our community, and strengthen the financial 
health of MMH.  

 
Tina Buckley 
Chairman, Board of Managers 
 
Charles F. Fahd, II, FACHE 
Chief Executive Officer 
Massena Memorial Hospital 
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Our Guiding Principles 
 

• To keep MMH open 

• To continue to provide excellent medical care and a wide range of services 

• To be financially viable 

• To be fair to our employees 

• To retain our physicians and specialists 

• To protect the taxpayers 

• To be accountable to the community 

• To make decisions that are in the best interest of the community 

 

How this report was written 
 

Throughout the public information process, which included public and community meetings 
with a wide range of stakeholders, a business community survey, input from employees and 
union representatives and a microsite where individuals could submit ideas and information, 
we have received many questions and comments. Without identifying individuals, this report 
recaps the issues at hand, summarizes the comments received and answers the community’s 
questions. 
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About MMH 
 

• We serve approximately 128,000 patients per year (both inpatient and outpatient) 

• Comprehensive services:  

— 24-hour emergency room and laboratory  

— dialysis center 

— medical imaging services (128 Slice/low rad CT Scanner and 3.0 Tesla MRI) 

— nutritional counseling 

— respiratory and physical therapy 

— walk-in clinic 

• State-of-the-art technology and surgical services including three operating suites, 
recovery suites, endoscopy and ambulatory surgery 

• Annual screening clinics, free childbirth classes, monthly education seminars and 
health fairs 

• Affiliated with North Country Family Health Network:  

— North Country Veterans Clinic   

— Kids Korner Pediatric & Adolescent Center 

— Brasher Falls, Louisville, and Norfolk Family Health Centers 

— Neurology, Nephrology, Surgical, and Medical Clinics, Pulmonology Clinic, 
Corporate Physicals and Oncology Clinic, support groups 

• 50 beds, over 400 employees; second-largest employer in Massena 

• MMH is owned by the Town of Massena and governed by the Massena Memorial Hospital 
Board  

— It is the only remaining town-owned hospital in New York State 

Updated Financial Information 
 

In the first half of the year it became clear that MMH is losing money faster than predicted by 
the initial projections developed by financial consulting firm Freed Maxick, which were based 
on budgeted numbers rather than actual operations through the end of 2013. 

Updated projections show that if MMH continues down its current path as a municipally owned 
hospital, the hospital will go bankrupt next year – not in 2017. MMH lost $3.3 million last year 
and is projected to lose more than $3 million a year in 2014 and 2015 and more than $4 
million a year beginning in 2016. By 2016, the hospital will be $4.4 million in debt having 
exhausted all cash reserves, even with the special grant from the Department of Health 
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Revised Financial Projections (MMH remains a municipal hospital) 
 

 

 

One of the ideas that has come out of the public information process is the proposal of an 
across-the-board three-year wage freeze. Projections suggest a wage freeze from 2015-2017 
could save the hospital $7.6 million over the three years, giving it some time to get on its feet 
as a nonprofit and establish the needed collaborative relationships with other health care 
institutions. However, because of the mounting pension fund obligations, this would still not 
be enough to forestall bankruptcy unless MMH sheds its municipal status and affiliates with a 
larger hospital. 

Even with the wage freeze, as a municipal hospital burdened with more than $4 million a year 
in NYS pension contributions, the analysis projects the hospital would lose $4.1 million in the 
three years from 2015 to 2017. By the end of 2016, MMH would have exhausted all cash 
reserves and be $895,000 in debt. Under this scenario, that number would grow to $2.4 
million in debt in 2017 (if the hospital could find a way to stay open) and nearly double to 
$4.2 million in debt in 2018 when the wage freeze expired. Again, the IAAF grant represents 
only a band aid – it does not solve the problem. 
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Revised Financial Projections (Three-year wage freeze, MMH remains 
municipal) 
 

 

 

How did we get here? 
 

• Unsustainable NYS Pension contributions. MMH pays more than $4 million a year into 
the NYS Pension system, far more than other comparable rural and small hospitals pay 
for their private pension plans. Though the rate for employer pension contributions to 
the NYS Pension system is expected to decrease slightly over the next few years, the 
decreases will not be large enough or fast enough to reverse MMH’s negative financial 
course if we maintain the status quo. 

• Even though MMH is town-owned, it does not receive taxpayer funds 

• As a town-owned municipal hospital, MMH is not eligible for some state and federal 
funding, such as intergovernmental transfers (IGT funds) available to some other 
municipal facilities. 

• Due to changes in the health care system, inpatient volume has declined steadily since 
2011 and is expected to continue its negative trend for the foreseeable future 
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• Additionally, reimbursements are decreasing and the payor mix is expected to 
continue shifting from private insurance to Medicaid with its lower reimbursement 
rates 

• Hospitals across New York State and nationally are facing many of these same 
pressures and responding to them by increased affiliation and collaboration, which 
MMH cannot meaningful undertake as a municipal hospital 

Our Options 
 

1. No action 
 

MMH runs out of money and ceases to operate, likely in the next 18 months 

— To delay the hospital’s closure, there will be reductions in services and staff 

— Town of Massena may be liable for the hospital’s debt, adding additional costs to 
the town’s annual tax rolls 

— Refusing to take action now means losing local, high-quality hospital care and 
related services, losing good jobs and diminishing the community’s economic 
vitality and quality of life.  

— MMH, which is currently the town’s second-largest employer, cannot continue on 
its current path of losing more than a million dollars a year. 

 

2. Merger/Sale 
 

MMH has been and remains open to collaboration/affiliation with other health care 
entities, whether through sale, merger or other collaborative agreements, but the 
hospital’s financial circumstances and its current municipal structure eliminate sale or 
merger as viable solutions. 

As a municipal entity, MMH cannot enter into full-fledged collaboration (such as joint 
operating agreements) or a merger because of rules prohibiting the mixing of public and 
private funds. 

Given the hospital’s financial situation and projected losses, management believes MMH is 
unlikely to find a buyer that would commit to preserving the hospital and all of its 
services. 
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3. State/Federal bailout 
 

Hospitals around the region and across the country, especially those in rural areas, are 
facing significant financial challenges as they adapt to a rapidly changing health care 
environment. The North Country Health Systems Redesign Commission (NCHSRC) has noted 
the particular challenges faced by North Country hospitals and made a number of 
recommendations encouraging increased collaboration and coordination – a path MMH 
cannot fully embrace as a municipal entity. 

However, because these challenges are shared by so many hospitals, a state or federal 
bailout is highly unlikely. Transitioning to a financially independent nonprofit would allow 
MMH to seek out collaborative arrangements with other health care entities that would 
maintain hospital operations and ensure continued access to quality care locally. 

 

4. Conversion to public benefit corporation 
 

Public benefit corporations are organizations sponsored by a municipal entity for the 
purpose of providing services that are important to the community as a whole. Because, 
as a public benefit corporation, MMH would remain part of the New York State Pension 
system this transition would not allow MMH to stabilize its finances and adapt to the 
changing health care environment. The more than $4 million MMH contributes to the NYS 
pension plan is unaffordable, unsustainable and creates a significant impediment to the 
kinds of collaborative partnerships that MMH needs to develop with other health care 
organizations.  

 

5. Conversion to a financially independent nonprofit 
 

Transitioning to a financially independent nonprofit would set MMH on a course to 
strengthen its financial operations and collaborate with other health care organizations 
while ensuring continued access to quality local health care and preserving jobs. 

The MMH Board of Managers has recommended and continues to support converting MMH 
to a nonprofit because we believe it is the best option for our patients and community. 
The new nonprofit would continue to recognize CSEA and NYSNA and, in addition to 
retaining their existing state pension credits, employees would be offered a new defined 
contribution pension plan. 

Compared with the more than $4 million MMH is currently contributing to the state 
pension plan, a new defined contribution plan would allow MMH to bring its pension costs 
in line with comparable regional hospitals. Right now, MMH is facing growing deficits of $1 
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million or more each year and ballooning salary and benefits costs. In 2013, employee 
salaries and benefits represented 68 percent of total operating expenses.  

It is simply not sustainable for MMH to continue bearing annual pension contributions of 
more than $4 million in a health care environment that will continue to adjust to lower 
reimbursement rates and decreased utilization. 

However, it is critical that, as a community, we move forward with this decision. Financial 
consultant Freed Maxick’s revised projections show that MMH is running out of time and 
money. 

Even with the transition to becoming nonprofit, by 2016 MMH will face an operating loss 
and have to seek new relationships and other solutions quickly to avoid burning through 
cash reserves by 2018.  

We are confident, that as a financially independent nonprofit, MMH will be able to build 
the foundation it needs to adapt to the changing health care environment and continue 
providing the quality health care our community deserves and expects. 
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Revised Financial Projections (MMH becomes a nonprofit hospital) 
 

 

This chart represents current projections for nonprofit operations without factoring in the 
significant structural and operational changes that would be undertaken as part of new 
collaborative efforts, which might include a sale, merger or affiliation. 

 

6. Three-year wage freeze 
 

During the public information process, Massena Town Supervisor and other members of the 
Town Board asked MMH and its unions to provide an additional option for preventing MMH 
from going bankrupt and closing in the next few years. It has been suggested that an 
across-the-board three-year wage freeze, along with instituting a new health insurance 
plan, would make up the hospital’s shortfall over the next three years. 

According to an analysis by financial consultants Freed Maxick, a three-year wage freeze 
would save $7.6 million, but it is not enough to allow MMH to remain a municipal hospital. 
Even while the wage freeze was still in place in 2016, MMH would lose more than $2 
million in 2015 and more than $1.5 million in 2016, leaving the hospital in the red in 2016 
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by nearly $900,000 and more than $2.4 million in 2017. The hospital could not continue to 
operate under that kind of debt. 

Both CSEA and NYSNA, which represent MMH’s unionized employees, held votes approving 
a wage freeze, but it is important to note that the exact terms of any plan (and therefore 
the possible savings) would have to be worked out at the bargaining table. In fact, NYSNA 
told its members it would only propose a two-year wage freeze with a contract reopener 
and possible raise in year three. 

A wage freeze is at best a stop-gap solution, but even with the transition to becoming a 
nonprofit, we might have to consider a wage freeze to give the new MMH the breathing 
room it needs to seek collaborative relationships and become the health care organization 
that the Massena community needs for the future. 

Other possible alternatives 
 

 Become a Critical Access Hospital 
 

MMH is currently a full-service acute care hospital. Critical Access Hospitals are an 
alternative to acute care hospitals, providing emergency care and community-focused 
short-term care. They are limited to 25 inpatient beds (half MMH’s current 50 beds), must 
be a mandated distance from other hospitals and must limit patients’ hospital stays to 96 
hours on average.  

If MMH qualified and pursued Critical Access Hospital status, the reduction in beds would 
result in a reduction in staff and services. MMH might also lose some of the enhanced 
reimbursement that the hospital currently receives for Medicare patients. Additionally, 
based on current patient usage, as a Critical Access Hospital, MMH would regularly have to 
transfer or decline to accept patients. 

Critical Access Hospitals are allowed a limited number of observation beds, but they 
cannot function as overflow acute care beds. Critical Access Hospital status would reduce 
MMH’s inpatient hospital beds by half, resulting in necessary reductions in staff and 
services. 

 

 Special Pension Legislation 
 

In conjunction with the Massena Town Board, we are  exploring  options to draft special 
legislation designed to allow some MMH employees with significant seniority to become 
vested in the NYS Pension plan. 
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 Potential savings from a new health insurance plan 
 

We are reviewing a number of different health insurance plan options to determine if any 
would provide significant savings while still providing quality coverage to MMH employees 
and their families. 

 

The public information process 
 

At the April 10 Town Board meeting, MMH CEO and financial and legal consultants provided a 
report to the Town Board and community outlining the challenges facing MMH and seeking 
engagement in the public information process.  

Following the April 10 meeting, MMH set up a series of community meetings with: 

 Hospital managers/department directors 
 The Massena Chamber of Commerce 
 Rotary Club 
 Massena Senior Citizens  
 The MMH Auxiliary 
 The MMH Foundation Board 
 Massena Monday Luncheon Club 

To engage the entire community, MMH launched a dedicated website (www.futureofMMH.org) 
providing information about the hospital and the options under consideration, mailed an 
informational letter to all addresses in the Town of Massena, surveyed Chamber of Commerce 
members, and provided frequent updates via media statements and press releases. 

Additionally, MMH management and Board leadership meet with representatives from the 
Town Board and CSEA and NYSNA to explore the possibility of a wage freeze and consider 
other possible alternatives. 

The questions and comments provided online and generated in community meetings and from 
the Chamber survey have been incorporated into this summary report. 
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Questions and Answers 
 

General questions 
 

Q. If we don’t do anything, will Massena Memorial Hospital close? 

A. Yes. If significant changes are not made in how MMH operates, the hospital will run out of 
money and close, likely within the next 18 months. This is a real, imminent crisis that we as a 
community need to work together and solve. 

 

Q. How did MMH end up in this financial crisis? 

A. Simply put, expenses have been increasing, while hospital revenues have been declining. 
There has been a growing number of uncompensated care cases, and there’s been a 
significant increase in the annual contributions required by the state pension program. At the 
same time, MMH has faced reduced Medicare and Medicaid reimbursements, and seen 
revenues from private insurers shrink – as have most other hospitals. Massena Memorial has 
struggled through losses of $1 million or more for three of the last four years, and losses are 
projected to surpass $1 million a year through 2018 under the current status. 

 

Q. What other financial challenges aside from the pension fund, is MMH experiencing? 

A. MMH is experiencing financial pressures associated with the Affordable Care Act, Federal 
mandate cuts and inpatient coding adjustments — as are all healthcare organizations. These 
three factors combined will cost the hospital approximately $15 million over the course of the 
next 10 years. Additionally, as the demographics in Massena shift, commercial insurance is 
becoming a smaller percentage of the payor mix as Medicaid managed care increases. 

 

Q. If MMH is in such dire financial straits, why did it build a new million-dollar facility 
across the street? 

A. The strategic investment in physician offices is designed to facilitate physician recruitment, 
ensuring community access to necessary health care services and supporting the financial 
health of the hospital. In order to survive and thrive, MMH has to move forward and adapt to 
the changing health care environment, including creating strong, strategic relationships with 
referring physicians. 

 

Q. Who will make the final decision? 

A. Right now, the decision rests in the hands of the Massena Town Board who will vote on the 
direction for the hospital.  
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Q. When does a decision have to be made? 

A. A decision has to be made as soon as possible. Since we launched this public information 
process in April, the financial crisis at MMH has become increasingly dire. Updated projections 
show that if MMH continues down its current path as a municipally owned hospital, the 
hospital will go bankrupt next year – not in 2017. MMH lost $3.3 million last year and is 
projected to lose more than $3 million a year in 2014 and 2015 and more than $4 million a 
year beginning in 2016. By 2016, the hospital will be $4.4 million in debt having exhausted all 
cash reserves. 

 

Q. Is the hospital working with its unions to try and come up with a workable solution? 

A. Yes, the point of the public information process is to consider ideas from the entire 
community and all stakeholders to develop the best solution for MMH, its patients and the 
community. We have meet with representatives from CSEA and NYSNA, along with members 
of the Massena Town Board in strategy meetings to explore the idea of a wage freeze and 
other possible solutions. 

 

Q. Why are some employees so opposed to MMH becoming a nonprofit? 

A. Some employees support the hospital’s plan to become a nonprofit, believing that it is the 
best way to retain jobs and quality hospital care in our community. Other employees have 
different concerns, many of them represented in this summary report, but a significant 
concern for some employees is that as a nonprofit, MMH would exit the NYS Pension system. 
However, as a nonprofit, MMH will develop a new defined contribution pension program 
designed to help employees plan for and achieve a secure retirement. 

 

Financial analysis/potential savings 
 

Q. Who did the hospital’s financial analysis? 

A. Freed Maxick Healthcare, a CPA firm with extensive experience in financial consulting for 
healthcare organizations.  

 

Q. Do the financial projections account for the anticipated wave of retirements by higher 
tier employees in the NYS Pension system? 

A. The financial projections are a conservative look at the anticipated trends. Even if the 
cohort of higher tier employees retire in increasing numbers or the economy continues to 
recover and generate strong returns for the NYS Pension system, it will not reduce MMH’s 
pension contribution obligations (which are more than $4 million a year) significantly enough 
or fast enough to allow MMH to survive long-term as a municipal hospital. 
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Q. According to your financial analysis, even if MMH becomes a nonprofit it will be losing 
money by 2018. Given that, why should we support the nonprofit transition? 

A. Becoming a nonprofit will not immediately solve all of MMH’s financial problems. It is the 
first step in the process of controlling costs and creating a sustainable, financially healthy 
hospital that continues to serve the community long into the future. As a nonprofit, MMH will 
have the ability to partner with other healthcare facilities, creating increased negotiating 
power with insurance companies and providing access economies of scale. 

 

Q. CSEA has suggested that the hospital could save a substantial amount of money by 
moving to a different employee health insurance plan. Has that been considered by 
hospital management? 

A. Yes, MMH has been reviewing a number of different health insurance plan options for 
several years to determine if any would provide significant savings while still providing quality 
coverage to MMH employees and their families. Discussions were initiated with the hospital 
unions over five years ago, but due to contract restrictions, progress has been limited. 

 

Q. What other cost-cutting initiatives has the hospital considered or undertaken? What 
does CSEA suggest in terms of cost-cutting? 

A. MMH management works every day to run a lean hospital that provides cost-effective high 
quality care to our community. We are always looking for appropriate cost-savings measures, 
for example, we are working on a deal to outsource the hospital’s renal dialysis unit, which 
would create considerable savings.  

We are talking with our unions, CSEA and NYSNA, as part of strategy sessions including the 
hospital board and management, union leadership and the Town Board seeking ways to save 
money and increase efficiency, but those talks have not generated viable plans for significant 
savings. We are open to any appropriate cost savings ideas, but the multi-million dollar scale 
of the problem means there will not be any quick fixes. MMH needs to fully adopt a new path 
that will allow it to survive and thrive in the rapidly changing health care environment. 

As we have worked through this public information process, the hospital’s financial situation 
has become more dire. We are now at the point that we will have to begin cutting jobs and 
services in order to keep the hospital open. 
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Becoming a nonprofit 
 

Q. What benefits are associated with a nonprofit status? 

A. There is a diverse range of benefits associated with a possible transition to nonprofit status. 
MMH will have the ability to partner with other healthcare facilities, which will result in the 
addition of specialized services available to MMH patients. As a nonprofit, MMH will have 
more negotiating power with insurance companies. We’ll also enjoy economies of scale; 
enabling group purchasing power which will bring costs down. 

 

Q. How would converting to a nonprofit impact patients? 

A. The change would be seamless to patients; they would continue to see the same doctors 
and health care providers at the same locations. 

 

Q. Will converting to a nonprofit impact the services that are available at MMH? 

A. We believe that the best way to preserve a full-service hospital is to transition MMH to 
being an independent nonprofit. 

 

Q. How would converting to a nonprofit impact the hospital's income? 

A. The most important change is this: as a public entity, MMH's options for collaborating with 
other institutions are limited. As a nonprofit, MMH could collaborate with other institutions — 
joint ventures with other health entities to expand services, generate revenue and reduce 
expenses. 

 

Q. How long will it take to convert MMH to a nonprofit? 

A. Six months to a year, during which MMH would continue operating. We expect the 
transition will be largely seamless to patients and the community. 

 

Q. If MMH becomes a nonprofit, will there be layoffs and restructuring? 

A. Like any organization, MMH will continue to evolve to serve the needs of the community. A 
restructure or reorganization may be necessary to ensure financial health and sustainability, 
but it is too soon to tell if this will be a necessary course of action. 

 

Q. If MMH becomes a nonprofit, will a new pension plan be offered to employees? 

A. Yes, the new MMH will develop a defined contribution 403b plan, like most of our 
competitor hospitals offer. 
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Q. If MMH becomes a nonprofit, will a new life insurance benefit be offered to employees? 

A. Yes. 

 

Q. If MMH becomes a nonprofit, what will happen to employee benefits such as sick and 
vacation time? 

A. We expect that many employee benefits will simply be carried over. 

 

Q. Does conversion to a nonprofit status mean breaking contracts with CSEA and the New 
York State Nurses Association (NYSNA)? 

A. No, CSEA and NYSNA are the legal bargaining agents of our 400+ employees. We will 
continue to bargain in good faith as we always have. We are legally required to bargain with 
the unions about any change in terms or conditions of employment. It's important to bear in 
mind that the unions did not create this problem and that they are not the problem. Our 
financial challenges are the problem. We respect the unions and want to work with them to 
resolve these issues in a way that is fair to all and keeps the hospital open. Most hospitals in 
New York State are non-profit organizations and many have unionized work forces. There is 
no contradiction between the two. 

 

Q. Would a nonprofit hospital allow MMH administrators to keep the hospital’s finances 
secret? 

A. Like most community hospitals in New York State, the nonprofit would be overseen by a 
board of community volunteers -- an unpaid board very much like the existing Board of 
Managers we have today. We serve the community, we value our relationship with the 
community and we answer to the community. There's no reason the new board can't continue 
the policies of openness and transparency that the old board has followed.  

 

Q. What happens to the Massena Memorial Hospital Foundation if MMH also becomes a 
nonprofit? 

A. We don’t anticipate any change in the operations of Massena Memorial Hospital Foundation 
following MMH’s transition to nonprofit status. The Foundation will continue its work raising 
money for and supporting the hospital as an independent entity with its own board and 
management. 
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Hospital operations 
 

Q. Has the hospital considered ways to increase revenue, specifically to recapture denied 
or reduced insurance payments? 

A. Yes, we regularly review denied or adjusted insurance payments and seek to receive 
payment that covers our costs. Additionally, we are always seeking appropriate ways to 
maximize revenue. Our first obligation, however, is to care for our patients. With the 
changing structure of health care, including lower reimbursements, a shift away from 
inpatient hospital care, and our unsustainable NYS Pension obligations, it is not possible for us 
to generate millions of additional dollars to balance the hospital’s budget. 

 

Q. If MMH transitions to nonprofit status, it will probably lose a number of experienced 
employees. How will the hospital attract new employees and maintain quality of care? 

A. Becoming a nonprofit facility will allow MMH to compete on a level playing field, allowing 
the hospital to seek collaborative arrangements with other health care entities and offer 
competitive wages and benefits that we are confident will attract competent health care 
professionals and other employees. 

 

Q. So far the hospital has avoided layoffs or significant service reductions, how long can 
that continue? 

A. MMH’s financial situation is becoming increasingly dire. We are already at the point where 
we will be making cuts to staffing and services in order to keep the hospital open. 

 

Q. Will a wage freeze impact MMH’s efforts to retain and recruit physicians? 

A. We expect that if a wage freeze is enacted, it will make physician recruitment and 
retention more difficult – and a wage freeze alone will not save enough money to enable MMH 
to remain a municipal institution. As part of the transition to nonprofit status, a wage freeze 
might be a necessary short-term sacrifice that helps the new MMH get back on solid financial 
footing. 

 

Q. Will a wage freeze impact MMH’s efforts to retain and recruit other employees? 

A. We expect that if a wage freeze is enacted, it will make employee recruitment and 
retention overall more difficult – and a wage freeze alone will not save enough money to 
enable MMH to remain a municipal institution. As part of the transition to nonprofit status, a 
wage freeze might be a necessary short-term sacrifice that helps the new MMH get back on 
solid financial footing. 
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Plans for a merger or affiliation 
 

Q: What would the hospital’s structure be following the nonprofit transition, in terms of a 
merger or affiliation? 

A: It’s premature to speculate, but MMH would seek to build appropriate and beneficial 
collaborative relationships with another health care entity or entities, with the goal of 
securing and improving local access to quality care. 

 

Q: Lewis County General Hospital, which is also a municipal hospital, has announced plans 
to affiliate with another hospital. If they can enter into an affiliation why can’t MMH? 

A: We don’t have full access to the details of what Lewis County General Hospital is doing, 
but our legal counsel has told us that as a municipal facility we cannot enter into joint 
operating agreements or otherwise effectively affiliate with a private health care entity. 

 

Town/Taxpayer issues 
 

Q. If MMH remains town-owned will taxes go up for Town of Massena taxpayers? Under 
what circumstances would Town of Massena taxpayers become responsible for financially 
supporting the hospital? If Town of Massena taxpayers were responsible for financially 
supporting the hospital how much would it increase local property taxes? 

A. Any decisions about providing taxpayer support to MMH would be made by the Massena 
Town Board. 

 

Pension issues 
 

Q. If the hospital becomes a nonprofit, would hospital employees lose their retirement 
savings in the NYS pension fund? 

A. What happens to employees’ NYS pension depends on their age, tier and length of service. 
Fully vested employees who have reached retirement age would receive their pension. Some 
partially vested employees, who have not reached retirement age, would receive pension 
payments based on current tier and length of service when they reach retirement age. Other 
employees will get back what they’ve contributed to the NYS pension system with interest. 
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Q. Your financial analysis continues to show NYS pension costs increasing, but the NYS 
Pension fund is reporting record growth and says pension contribution rates will go down 
this year. If pension costs are decreasing doesn’t that improve MMH’s financial 
projections? 

A. While the NYS pension contribution rate is expected to decline slightly this year the total 
contribution remains about $4 million, far more than comparable competitor hospitals are 
paying and far more than MMH can afford. On average, our competitors who have 403b 
defined contribution pension plans pay 26.9 percent of salaries in fringe benefits, including 
pension contributions, compared with MMH, which pays 40.7 percent of salaries in fringe 
benefits. And while the NYS Pension fund may continue to grow over the next several years, it 
could also stall or reverse direction pushing pension contributions even higher. 

 

Q. Is there a way to get employees who are nearly fully vested in the NYS Pension to that 
milestone? 

A. In conjunction with the Massena Town Board, we are  exploring  options to draft special 
legislation designed to allow some MMH employees with significant seniority to become vested 
in the NYS Pension plan. 

 

Q. How much will a new pension plan cost compared to contributing to the NYS Pension? 

A. We don’t yet know how much a new pension plan will cost, but it will be comparable to 
what similar hospitals are paying for pension contributions and be significantly less than the 
more than $4 million a year MMH is currently paying into the NYS pension plan. 

 

Next steps 
 

The required next step in this process is for the Town of Massena Board to vote to accept or 
reject the Massena Memorial Hospital Board of Managers’ recommendation to convert MMH to 
an independent nonprofit. 

We will keep the community informed as the process continues to move forward. 


