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PURCnISE, NEr IORX LO577

October  10 ,  1991

Stephen P. Tenore, ChaJ.nnan
Committee on County Off icers & Departments
Westchester county Board of Legislators
8oo  M ichae l i an  o f f i ce  Bu i l d ing
148 Ftar t ine Avenue
Whi te  P la ins ,  New York  10601

Dear  Mr .  Tenore :

I have received your letter, dated October 2, 1991, reqluesting any
rrmaterial i l  that could assist your committee as i t  proceeds through
the conf i rmat ion process of  Mr.  Hack Car ter ,  JE.  as Comrniss ioner  of
Hospi ta ls .  f  would l ike to  answer your  request  on two levels :  as
Chai r  o f  the Hospi ta l  Advisory Board and as i ts  representat ive on
the Select ion Conmit tee.  This  le t ter  wi l l  present  some of  the
fac ts  wh ich  have  l ed  Mr .  o rRourke rs  Se lec t i on  Cornn i t t ee ,  t he
Hospi ta l  Advisory Board,  and v i r tua l ly  the ent i re  medica l  and
hospi ta l  s ta f f  o f  the Westchester  County Medica l  Center  to  oppose
th i s  appo in tnen t .

f . )  Mr .  Car ter  has,  for  the last  18 years,  been enployed by the
Heal th  & Hospi ta ls  Corporat ion.  In  only  the last  2  vears d id he
assume a th i rd  level  hospi ta l  admin is t rat ive posi t ion.  He d id,  for
a  b r i e f  t ime ,  repo r t  t o  t he  CEo ,  wh i l e  t he  Ch ie f  o f  ope ra t i on rs
Cha i r  was  vacan t .  However ,  he  was  neve r ,  i n  any  o f  h i s  o f f i c i a l
pos i t i ons ,  a  Ch ie f  Execu t i ve  O f f i ce r ,  neve r  a  Ch ie f  Opera t i ng
Off icer ,  and never  repor ted to  the CEO.

2l  Having spent  18 years wi th in  the Corporat ion,  which one could
presume was a long enough per iod to  be known and evaluated by the
Heal th  & Hospi ta ls  admin is t rat ive body,  they turned to  others to
f i l l  vacant  pos i t ions.  He was passed over  for  promot l -on to  the
second  leve l  pos i t i on  o f  Ch ie f  Opera t i ng  O f f i ce r  a t  L inco ln
Hospi ta l - ,  the hospi ta l  in  which he was current ly  employed.  He was
also denied the CEO posi t ion at  Har lern Hospi ta l .  Anyone farn i l iar
wi th  the bureaucracy at  Har lem Hospi ta l  ls  avrare that  most
qua l i f i ed  peop le  wonr t  even  app ly  and  when  so l l c l t ed  dec l l ne  the
i n v i t a t i o n  !

This  is  a  par t icu lar ly  impor tant  po int  as both these hospl ta ls  have
fewer beds and are s ing le hospi ta ls  as compared to  the cornplex of
hospi ta ls  at  ! {estchester  County Medica l  Center .  f f  Heal th  &
Hospi ta ls  Corporat ion,  f rom thei r  vantage point  o f  long term
associat ion,  was not  prepared to  promote Mr.  Car ter  to  these less
demanding posi t ions can the taxpayers of  th is  County af ford to  do
otherwise?
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3)  F rom 1973  to  1980  Mr .  Car te r  was  a  Phys l c ian rs  Ass l - s tan t  and
frcoord inated the servLces of  L2 RPA|s. r r  From 1981 through 1983 he
rrd i rected a s taf f  o f  a lmost  2o0 through f ive d i f ferent  Di rectors. r l
From 1983 through 1985 he d i rected a to ta l  o f  r rTOO employees
through a Dl - rector ,  Associate and Assl -s tant  DLrector . I  From 1985
thrugh 1986 he d i rected a r rs taf f  o f  3  ? lnc lud ing an AssLstant  and
an Associate Di rector  and a Senl -or  Consul tant . r r  Fron 1986 through
L988 he d i rected a r rs taf f  o f  four  profess ionals ,  l -nc lud lng a Senior
Consul tant ,  two Associate Di rectors and a Senior  Systems Analyst . r r
From 1988 through 1989 he d i rected a i ls ta f f  o f  three,  l -nc lud ing two
Senlor  Consul tants  and one Senlor  Systens Analyst . r r  From 1989 to
the present  he has r rapprox imate ly  7Oo enployees repor t lng to  hLm.r l
Mr.  Car ter  has never  had more than 7Oo employees repor t lng to  hJ.m,
and th is  for  on ly  2 years;  he has never  had nore than 7oo enployees
di rected by h in,  through other  hospi ta l  d i rectors,  and th ls ,  again,
fo r  on l y  2  yea rs .

More than 4OOO employees repor t  to  the Comml-ssLoner  of  Hospi ta ls  in
Westchester  County.  Again,  the quest lon rnust  be posed as to
whether  the taxpayers of  th is  County can af ford to  escalate
di rect ive responsib i f i ty  in  such a profound manner  wi th in  a
hospi ta l  env i ronnent? (see at tachments)

4 )  Mr .  Ca r te r r s  repo r t s  o f  h i s  own  accomp l l shnen ts  a re  sma l l e r  l n
scale than WCMCTs requi rements and would not  have met  our  needs
dur ing our  format ive years,  when the hospi ta l  was smal ler  and we
had  fewer  depar tmen ts .  As  an  R .N . ,  w i th  a  Mas te r r s  Degree  i n
PubI ic  HeaI th f rom Columbia Univers i ty ,  enphasis  on hospi ta l
adrn in is t ra t ion and the cost  and care of  pat ients  wi th  termlnal
s tage  i l l ness ,  t ro rgan iz ing  and  p lann ing  the  open ing  o f  a  28  bed
AIDS uni t r r  is  not  adequate preparat ion for  the Medica l  Center .
Doing the same for  a  t t7  bed card iac care uni t f r  bears no re levence
to  the  sca le  o f  ou r  ca rd iac  ea re  se rv i ces ,  bu rn  un i t ,  e t c .  So  too ,
r rmoni tor ing cornpl lance to  the 405 hospl ta l  coderr  and r rass ls t ing in
the coord inat ion to  correct  s tandards found def ic lent  by JCoHo[  are
wel l  beneath the qual i f lcat lons necessary to  be CEo of  WCMC dur ing
our  in fancy,  development ,  present  and fu ture.

5)  No where in  Mr.  Car ter ts  resume,  €rs  g iven to  the Select ion
Comrnittee, and no where during the Lnterviewing process were hte
able to  establ ish Mr.  Car terrs  exper ience in  developlng and
inplement ing a capi ta l  budget  of  any re la t ive sLze in  compar ison to
t h e  M e d i c a l  C e n t e r r s . r rPar t ic ipat ing ln  capi ta l  budget
expendi tures i l  ls  not  the same th ing.  In  fact ,  MF.  Car ter fs
exper ience,  or  lack thereof ,  in  the arena of  f inance le f t  the
Select ion Commit tee fee l ing qui te  uneasy.

Because the Medlca l  Center  uses taxpayerrs  money,  ls  ln  a
rbusinessr  that  is  f raught  wi th  f inancia l  const ra in ts ,  problems and
d isas te r ,  and  i s  a t  a  f rag i l e  f l nanc ia l  po ln t  l n  i t s  own
development ,  the need for  the Conniss ioner  to  have a s t rong
background wi th  a depth of  hands-on f inancla l  exper ience is



try
paranount. Certalnly one atould hope t-hat the person holdl.g_lhts
posit ion would surround hirn,/herself wlth peopl_q who -would add to
Ltre strengths neeessary, but the bottom l ine is that the
Conrn iss ioner  cannot  abrogate th ls  ro le  to  someone e lse.

rt ls the Comnissloner who decldes who wl11 oeeupy certain
admin let ratLve seate wi th ln  the hospl ta l ,  what  new programs to

suppor t ,  which programs to emphasize,  _  to  l "ncrease or  decreaset
wniln technologies to purchase, how to al locate funds between
cl in ica l  and su ipor t  serv ices and,  in  each case,  what  the f lnancia l
conseqfuenees o i -each decis ion wi l l  be to  the l {ed ica l  Center  ln
terms'of  pro jected Lncorne and expense.  A s imple l t  l -ncrease in
expenses, wi€hout a concomitant increase l-n revenues can cost the
ta lpavers rn i l l lons of  do l la fs .  Mr.  OrRouke appears prepared to
take thlt- iant leap of faith with the f lnancial future of the

Medical Center and the County. The Hospital Advisory Board is not

and we ltould ask the Legislators' who are the elected
i -pr"=" t ta tLves of  the taxpayers of  th ts  County,  to  g lve specia l
a t lent ion to  the l lmi ted f inancla l  exper ience of  Mr.  Car ter  and the
f inancia l  responsib i l i t ies of  the Comrniss ioner  vLs-a-v is  the
Medica l  Center .

6)  The Select lon Comni t tee could f lnd no ev ldenee that  l l r .  Car ter

has had exper ience in  negot ia t ing re imbursement  rates wi th  New York

State,  "onhuct ing co l lect ive bargain ing negot ia t ions,  d i rect ing and

nego t ia t i ng  a t f i l i a t i on  con t rac ts ,  l n  nak ing  na j9 r .  c l i n i ca l  and
aa i i n i s t ra i , i ve  dec i s ions  fo r  hosp i ta l s ,  cap i ta l  f ac i l i t i es  p lann ing

and the bui ld ing of  a f f i l ia t ion-  agreements wi th  var ious comrnuni ty
h o s p i t a l s .

wi th in  the Heal th  and Hospi ta ls  Corporat lon,  these responsib i l i t ies
are d ischarged at  cen€ra l  headquar ters ,  not  a t  the var ious
hospi ta ls ,  such as L incoln Hospi ta l .  Dur ing the.  four  )zearq _that
Mr.  Car ter  was at  centra l  headquar ters  h is  responsib i l i t ies d id  not
inc lude these areas.  At  WCMCr oD the other  hand,  these areas fa l l
under  the d i rect  responsib i l i ty  o f  the Commiss ioner  of  Hospi ta ls
and  a re  obv ious l y  o f  rna jo r  i npo r tance  c l l n i ca l l y  and  f i nanc ia l l y .

7 l  Host  o f  the candidates in terv lewed by the Select lon Commit tee
had taken the t ime to inforrn thernselves about the Medical Center,
i ts  organizat ion,  i ts  re la t l -onship wl th  the Board of  Legls la tors ,
l ts  budget  and fLnances and l ts  varLous depar tmente.  Hr .  Car ter
was  no t  one  o f  t hose  i nd i v idua ls .

B)  Al l  the candidates were asked the same guest ions !y  members of
t i re  Setect ion Conni t tee.  One of  those quest ions per ta ined to  shor t
and long term p lans for  the Medica l  Center .  l {e  asked the
candidates to  consider  the f inancia l  a l locat lon to  the l ted ica l
Center  as the only  constra in t  and then to  a l lo t r  the l r  lmaglnatLons
to roam. I{e wanted to know what they would do wlth the Center i f
they had so le contro l .  Wi th in  the hospi ta l  or  bus iness eommuni ty
one hears the p lea f rom adnin is t ra t ion about  how,  i f  g iven contro l ,



the administrator eould do so much ultt"r. l lr. carter had not onesingle creative d_rean or plan for the future of the center, evenvrith promptinq. when one-appries ror any posltlo" it i ;-;*p";de
tl l-t !,n" appricant wirr have some plan iJ to what they woutd do
hr i th . tha t  pos i t ion  i f  they  were  to -be  o f fe red  i t .  The se lec t ion
cornrni t tee considered Mr.  c l r ter ts dl f f icul ty wi th th is quest ion tobe a ser ious negat ive.

9) -  -  Dur ing the f l rst  neet ing of  the select lon conni t tee,  ne weretold that  not al r  the candldates presented to us wourd beappropr iate candidates for  the eonnissibnershlp.  But,  l t ; ; ; - i " r [ ,
by revieYl"g these candidates we would get a rg-ood plcturerr of whatwas avai labte.  Therefore,  $re did not arsq" i i i rv f rom theinterviewing process those whose cvre were touia want in j .
Discussions about the indiv idual  candldates,  and the rat l "g; ; - [ i l ; ;
as to their  abir i ty to meet !h" quar i r icat ions expressel  by Mr.orRourke and the Hospital Advisory Board, took placl after wL naainterviewed each and every one of the ap;ltcant!. 

-rne 
trrst votew-as to separate those who merited turChLr discussion fron thosewhom- no one on the Selection Comrnittee felt warranted further

considerat ion.  Mr.  Carter receTvEE sne;ote,  and that was from me.
r t  was not a vote to cont inueJin i ;  the discussi""  " iCommissioner-  f t  was simply to have the opportuni ty to look at  h imfurther f9.  presentat ion to the appointed 

-comnissibner 
i f  a foweilevel  posi l ion l tas avai lable at  €ne Medical  center.  The thoughtwas that.given f ive or so years in a large complex such as ours hemight gain the exper ienc€ necessary to command a more responslble

ro1e. After the second interview the Conmitte" t.rn"rlfunousl-y agreedthat l i l r -  carter was not the appropr iate candidate for  the-tof ,  twopos i t ions  w i th in  the  hosp l ta l  s t ruc tu re .

10)  Sec t ion  146.01  o f  the  Westches ter  County  char te r  p rov ldes  tha tthe Cornmissioner of  Hospi ta ls

rrshalr  be appointed on the basis of  h ls t ra ln ing andexper ience in hospi ta l  administrat ion and his qual i f lcat ior is ; ; ;the  du t ies  o f  the  o f f i ce  w l th  par t i cu la r  a t ten t ton  to  the  f ie lds  o imed ica l  educa t i on  and  med l_ca l  adml_n ls t ra t l on . r l

Mr' carter does not have the background or experience in rnedlcaleducation, a necessary requirenenC since the iounty pays New york
Med ica l  Co l l ege  m i l l i ons  o f  ao t ta rs  eve ry  yea r .

r t  shourd be not iced that  the sarary for  the posi t lon ofcommissioner is higher than that for th; county Executive. TheSelect ion cornrn i t tee presented three names to Mr. -  o f  Rourke,  a l l  o fwhom held ch ief  Execut ive of f icer  pos l t ions ana wouia not ' r "q" i i "on- the- job t ra in ing at  the taxpayer l  expense.  Mr.  orRourke d id nothave.to appoint one of these thrle. He could have reempohrered thecomni t tee to  cont inue the search or  he courd have chosen a newcornrn i t tee.  But .  to  appoint  Mr. .  car ter ,  who had been deleted bt - ;unanimous decis ion of  L ix  comni t tee ro" .b" t=,  f ive of  whom had been

/ +/
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chosen by Mr.  orRourke, ( two from his oern staf f  ,  two of  h ls orrnappointees to county government & Dr.  Kasoff) ,  t ras to f launt anddisregard the process that he hLrnserf  naa in l t ta i la.

There are htghly. guallf led publlc eervants who would rellsh thecomrnissioner positJ-on. whornever Ls confLrmea ior 
-tnr" 

appointrnentwi l l  be our gulde for a long t lme. I {e ehould concentrate onexper ience, not exper lment;  on eubetanee, not Buspense.

rn surnmary,  despi te Mr.  carterrs personal  qual i t ies,  whLch are many
1t'd positive, there is nothlng in his record whicir quartfi.= rrf iofor the di f f icurt ,  demanding ind comprex post of  comnissioner ofHospi tats.  To appoint  h in because ur.^ orRourke ean rrwork wl th hLmrfand, in the hoper. that  despi te his lack of  knowleate ina exper iencehe wil l be able to avoid 

-inadvertently 
causinl-;-r;.t harrn to theguarity of care at the Medical centei and great expense to thetaxpayers of the county is too hazardous a garnbre.

ul t imately,  rg__r:  the r ,egls latorsr responsLbir i ty to declde howthis county wi l l  be governed and under whose read6rsnrp wLlai-r i i iprepare for  and move into the future.  s ince Mr.  C" i l . .  wi l l  ue inthe posi t ion of  commissioner unt i l  the Leglsratorsi-JeciaE-l"- ; . ; ;
or  to conf i rm, wi th the opportuni ty to 

- t r i re 
and t l re staf f  andconduct  a l l  bus iness  o f  the  to rnn iss l -oner  as  he  so  desLr "=r - i= , ; i ias  recogn iz ing  Mr .  car te r rs  personar  concerns ,  we respec t fu r lyrequest an ear ly hear ing and decis ion regarding' th is appointment.

with. my- deep appreciation f_or this opportunity to express theHospi ta l  Advisory Boardrs and ny thoughls to you, r  remain,

S incere ly ,

Qrro?(6,?*
at tachments:  2

cc/Members of  the Board of  Legis la tors
Mernbers of the Hospital advisory Board
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