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Introduction
During April of 1972, five copies of a questionnaire entitled,

"Improving Board-Administrator Relations in My County" were mailed to
each of 57 clerks of county legislative boards in New York State. Each
clerk was asked to complete the gquestionnaire himself and to distribute
a copy to the chairman of the legislative board, a minority member of
the board, the head of the highway or public works department and the
head of the soclal services department. These county legislsgtors and
administrators were asked to complete the questionnaire and return it
in time for summarization and presentation at the annusl meeting of

the Associsation of Clerks of Counby Legislative Boards and Directors

of Real Property Tax Services.

¥ Prepared for the Annual School of the Association of Clerks of County
Tegislative Boards and Directors of Real Property Tax Services, helid
in conjunction with Work Session 5 for county officers of New York
State on problems of county management, at Cornell University, Ithaca,
New York, May 21-2hk, 1972. This session was sponsored by the County
Officers Association of the State of New York with asgistance from
the Extension Division of the New York 3tate School of Industrial and
Labor Relations and the Department of Agricultural Economics of the
Tew York State College of Agriculture and Iife Sclences (8tatutory
Units of the State University at Cornell University). Financial assist-
ance was provided by a state and federal grant under Title VIII of
the Housing Act of 1964 administered through the New York State Oflice
for Local Government and the U.B. Deparvtment of Housing and Urban
Development. Authors are Assistant Professor of Agricultural ZHconomics
and Professor of Public Administration, respectively, Department of
Agricultural Dconomics, Cornell University. Appreciation is expressed
"o Loils Plimpton for tabulabting the results, and to William W. Frank
and F. Clark Hamlin for valuable assistance during all phases of this
study.




The purpose of the guestionnaire was Lo gain some general ideas and
impressions regarding the nature and magnitude of problems of relations
between county governing boards and heads of county administrative agen-
cieg. Tt was thought that significant problems do exist in county gov-
ernment and that these problems can be identified by those most closely
involved with county government, If the links between legislators and
admini strators are to be improved, the differences of opinion between
themn with respect to identification of problem areas and hadly needed

changes must be explored and elaborated,

Procedures and General Results

The guestionnaire, reproduced in Appendix A, contains 37 different
suggestions for improving the operation, management and effectiveness of
county government by improving links between legislators and administrators.
The questionnaire is divided into two parts. The first section i1s con-
cerned with wavs sometimes suggesbed by which the county governing board
can tmprove its effectiveness in relations with county administrators,
departments and agencies. The second section deals with ways sometimes
suggested by which county administrators, departments and agencies can
help the board make more effective use of 1ts tine.

County officers snd administrators were asked to put a number in the
blank at the left of each of the 37 statements., The number indicated the

importance of the problem according to the following ranking scale:

"1 = Qne of the two or three most badly needed changes in
county meanagement in my county.

2 = A badly needed change, but not of topmost priority.

3 = A useful change, but less necessary than 1 or 2.
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My county has already taken care of the probiem.

5 = No problem in my county.

N
i

Should move in the opposite dirvection in my county.”

This system of eliciting responses corresponds to a ranking of county
problems from the most serious To the least serious as the ranks change
from 1 up to 6.

Of the 285 questionnaires mailed to clerks of legislative boards,
109 usable questionnaires were received from respondents in 43 counties.
The overéll response rate of 38 percent was Judged satisfactory based
upon previous experience with mail questionnaires. Replies were received
from representatives of all groups for whom the survey was designed. In
addition, responses were received from both rural and urban counties,
from counties with elected and appointed chief executives, from counties
where the chalrman of the board of legislators acts as chiefl executive;
and, Trom counties with large and small legislative boards. A summary
of the rankings of suggested or needed changes based on 109 responses to
all 37 statements is presented in Table 1.

Table 1. Ranking of Needed Changes Based on 109 Responses to 37 Suggested

Changes
Replies
Percent of
Rank Number total
1 First priority L7, 13
2 Badly needed 502 1L
3 Useful 203 2k
4 Under control 458 i2
5 No problem 1,280 35
5 Opposite change needed 71 2

Total 3,685 100




A %total of 14,033 responses were possible. Of this total, 343, or
about 9 percent, were not usable - that is, were left blank. Thus, figures
in Table 1 are based on the 3,685 usable responses.

One interesting fact emerges from Table 1. About 35 percent of the

responges indicated "no problem.’

An even larger group of responses, L7
percent, indicated either "no problem” or problem "under control" in the
county. In sharp contrast was the 27 percent of responses indicating

either a "first priority" or "badly needed" change.

After examining the responses, it was decided that the summarization
process could be simplified without loss of information by combining two
sets of the rankings. The "first priority” and "pbadly needed" ranks were
combined, as were the "under controi' and "no problem"” rankings. The
reviged response groupings were as follows:

1 & 2 indicate a badly needed change or a serious proplem ares

3 indicabes a useful change

L & 5 indicate no problem

6 indicates change in the opposite direction is desirable.

Using these new rankings, the responses are summarized by respondent

groups in Teble 2. About 28 percent of the usable questionnaires were
completed by the clerks, 25 percent by highway commissioners, 18 percent
by the chairmen of the board, 18 percent by soclal services commissioners
and only 11 percent by the minority board members.

Table 2. Number and Percent of Respondents, and Percent of Total Rankings,
by Respondent Groups

Respondents Percent of total rankings
County Officer o, % of total 1 &2 3 h&5 & Total
Cleris of Boards 30 28 31 2h Y2 3 100
Chairmen of Boards 20 18 28 2l 45 3 100
Minority Board Mewmbers 12 11 39 23 37 1 100
Social Services Heads 20 18 22 22 55 1 100
Highway Heads 27 25 17 28 53 2 100
Total 109 100 Avg. 26 25 k7 2 100




Minority menbers of boards were most critical in identifying needed
changes. Of their responses, 30 percent indicated "a badly needed change"
as represented by the 1 and 2 rankings. This compares to the average
among all county officers of 25 percent and to the highway commissioners’
lTIpercent. This result geems consistent with the role of the minority
in democratic government generally as "His Majesty's loyal opposition.”

The admiristrators, i.e., the soclal services and highway department
heads, identified fewer needed changes than the clerks or legisiators,
About 55 percent of the responses of the social services commissioners
and 53 percent of the responses of the highway commissioners were either
ranked 4 or 5, which indicates no problem.” Only 42 and 45 percent,
respectively, of the responses of the clerks and chairmen of the bhoard
indicated "no problem," and 37 percent of the responses of minority
members of the boards.

Responses were also classified according to three characteristics
of the county of loecation of the respondents: (1) the type of county chief
executive, (2) the population of the county and (3) the size of ‘the board.
The summary by type of chief executive is presented in Table 3. 1In almost
two-thirds of the counties from which individuals responded, the chairman
of the legislative board served as chief executive. About 24 percent of
the counties had elected or appointed chief executives with the remaining
12 percent having some other type of chief executive. Problem identifl-
cation did not vary significantly among counties with different types of
executives., That is, respondents in counties with elected and appointed
chief executives responded in approximately the same way as respondents
in counties vhere the chairman of the board acts as chief executive.

Thus the conjecture that board-administrator relations might be less
troublesome in counties with elected or appointed chief executives is not

subgtantiated by the responses to this survey.
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Tahle 3, MNumber and Percent of Counties, and Percent of Total Rankings,
by Type of County Chlef Executive

County by type

of chief Counties ~~ __ Percent of total rankings
executive N o, %ol total 1 &2 3 L&s5 6 Tobal
Flected & Appointed 10 ol 2h 22 53 1 1.00
Chairman of Board ) [ 25 26 by 2 100
Other 5 12 28 22 W7 3 100
Total n® 100 Avg. 26 2b ¥ 2 100

& Responses from two c&unties did not indicate the type of chiefl executive.
The summary of responses by population of the county is in Table k.
Respondents in counties where population is greater than 150,000, as well
as those in counties where population is less than 50,000, indicated "no
problem” in over 50 percent of their responsges. This compared with only
41 percent for respondents in counties with population between 50,000 and
149,999. To the extent that the more populous counties on the one hand,
or rural counties on the other are thought to have more problems, this
result is surprising.

Table 4. Humber and Percent of Counties, and Percent of Total Rankings,
by Population of County

Population of Counties Percent of total rankings
county o No. % of total 1 &2 3 L &5 6 Total
Less than 50,000 1ih 33 27 21 50 2 100
50,000 - 119,999 17 39 28 28 b1 3 100
150,000 and over 12 28 22 2k 53 1 100
Total L3 100 Avg., 26 25 L7 2 100

The summary of responses by size of board is in Table 5. Respondents
in countles with boards containing 25 or more members and those with less
than 15 members indicated the fewest 'no problem" responses. Respondents

in counties with fewer than 15 hoard members had about the same proportion




of "serious problem"” responses as did respondents in counties with a large
board. Counties with boards ranging in size from 15 to 24 members appearecd
to have the fewest serious problems and the largest number of "no problem’
responses,

Tehle 5. Number and Percent of Counties, and Percent of Tobtal Rankings,
by Size of Board

Size of Counties Percent of total rankings
board No. % of total 1&2 3 L&5 6 Total
Less than 15 12 28 29 26 43 2 100
15 - 24 22 51 2L 2k 50 2 100
25 and over g 21 30 26 43, 3 100
Total b3 100 Avg, 26 25 b7 2 100

Governing Board Changes

The primary purpose of the questionnalre was to determine some of
the significant problems of county management., This survey revealed that
the nature and magnitude of problems in county government differ depend-
ing upon whether the observer is a legislator, administrator, clerk,
board chairmen or minority member of the board. To illustrate these dirl-
ferences, the responses of each group to each question are presented and
discussed in this and subsequent sections.

The first set of statements on the gquestionnaire are concerned with
changes the governing board can make to improve its effectiveness in re-
lgtions with county administrators, departments and agencies. There are
six general statements, some of.them with component parts (see Appendix).
A summary of each statement and the percent of respondents indicating 1

and 2 ranks, by respondent groups, are presented in Table 6.



Table 6.

Percent of Respondents Indicating 1 and 2 Ranks for Suggested
Goveralng Board Changes, by Respondent Group

o e = At AR e B TR L e o e

Minority  Social
Suggested Change __Clerk Chairman Member Services Highway
1. Spending less time on de- a/ 30 k5 26
tails of running county
departments and agencies,
2. Spending more time on 71 79 73 36 Lo
"things that make a dif-
erence,”
3. Relieving the governing
board of responsibility for:
&. auditing bills for
payment
b. approving new positions 32
and job titles
¢. approving purchases of 28
supplies and equipment
d. correcting erroneous 37 31
asseSsments
4, By improving committees:
a. reducing the number 33
substantialiy
b. reassigning committee
respongihilities
c. calling for interim 31 30 55
cominitbee reports Lo
keep the board informed
d. encourage thorough com- 32 30 27 36
mittes work
e, prevent the Ffull board 4l 39 ko
from duplicating com-
mlitiee work
5, Improving communications with
county administrators, depart-
ments and agencies:
a. requesting more often a 43 50 75 26

county agency to answer
guestions having sig-
nificant relation to re-
sults and costs of per-
formance for that agency



Table 6. (continued)

Suggested Change

Clerk

Minority
Chairman Merber

Social

Services Highway

b.

greater board nember 75
study and understand-
ing of administration

developing recognition Lo
that the board shares
respongibility for agency
performance and respond-

ing Lo citlzer complainis
about agency performance

finding more effective 25
ways to transmit board
comnunications to county
administrators

send administrators a
copy of minutes of board
meetings

board or committees visit- 31
ing of department activi-
ties

6. Conducting hoard meetings ex-
pediticusaly:

a.
b.

c'

gtarting on time

limiting length of meet-
ings

adhering to rules of
board and parliamentary
pracedure

obtaining a complete record
of bhoard meetings by tape
recording

7. Grester public exposure of im-
portant problems coming before
the board:

&.

b.

more TV and radio broad-
casts of meetings

nore public hearings

more evening neetings to
encourage public atbend-
ance

Tewer bhoard executive ses-
sions and non-public com-
nittee meetings

55

(O8]
It

ko

Lo

k5 50 TS

50 26 31

58 33 o7

L2
36

36

a/ Blank spacesin the table indicate that, for a particular statement,
less than 25 percent of the reSpondents in a group felt that it waes
a hadly needed change.
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Responses %o statement 2 in Table 6 indicate that many in all re-
spondent groups thought that the board should spend more time on "things
that really make a difference in the county.” Of all the statements on
the questionnaire, this one received the greatest proportion of ranks
indicating a badly needed change. About Tl percent of the clerks, 79
percent of the chairmen and 73 percent of the minority members identified
this as a significant problem area. Only 35 percent of the social services
heads and 40 percent of the highway heads identified this as a badly needed
change.

Regponse to statement 3, which deals with relieving the governing
board of responsibility for tasks that are primarily administrative, was
by no means unanimous. Many of the clerks and social services commisse-
ioners sgreed that relieving the goveraing board of responsibility for
approving new positions and job titles, approving purchases of supplies
and equipment eand correcting erroneous assessments are badiy needed changes.
This 18 the first of several occasions when the clerk of the boawrd; who
may often view himselfl as an administrator, joined with the appointed
sdininistrators in disagreeing with the board.

Statement I is concerned with ways to improve the effectiveness of
the board by iwmproving committees. Many of the highway commissioners
felt that a substantial reduction in the number of committees would be a
useful change. However, responses from the other respondent groups indi-
cated that the number of committees is no problem. Few in any of the
respondent groups felt that there was a need for reassigning committee
responsibilities, indicating general satisfaction with the comnittee
structure in county government. About 31 percent of the clerks Joined

with 30 percent of bhe chairmen and 55 percent of the winority members
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in calling for interim committee reports to help keep the board informed.
Over 50 perceat of the soclal services and highway commissisners felt
that interim committes reports would not be useful to the beard. How-
ever, the strength of the board members! demand for interim reports indi-
cates that they might improve the effectiveness of the board. Many re-
spondents from each group except the social gervices commissioners joined
in the need for encouraging more thorough committee work. On the state-
ment that committees should be improved so as to prevent the full hoard
from duplicating committee work, 11 percent of the many clerks joined
with about an equal percentage of the appointed administrators in indicab-
ing thet this is a badly needed change. Only the chairmen and minority
member responses indicated that this 1s no serious problem.

There was more widespread agreement among all groups on the need for the
changes listed under statement 5 for improving board-administrator communi-
cations than for any other stabement except statement 2 (already mentioned).
Exactly 75 percent of the clerks, 55 percent of the board chairmen and
50 percent of the social services commissioners indicated that greater
board merber study and understanding of administrative problems is &
badly needed change. Aboutb L8 percent of the clerks, 50 percent of the
chairmen and 75 percent of the minority members of the board joined with
only 29 percent of the social services ecommissioners in agreeing that
communications would be improved if the board asked county agencies to
answer more guestions having significant relation to results and costs
of performance Tor thet agency. Many in the same groups thought the
board should find more effective ways to transmit hoard communicatlions
to county administrators. Many among all groups agreed that some means
other than the minutes of board meetings nust be used to transmit board

communications to county administrators.
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Two other parts of statement 5 drew widespread agreement that they
were badly needed changes. IMany among all groups agreed that the board
ghould be brought to recognize that 1t shares responsibility for agency
performence and ghould be prepared to respond to citizen complaints about
agency performance. In addition, many among all respondent groups indi-
cated that the board and committees could improve communications by
vigiting the agencies and departments of county government.

Statements 6 and 7 in Table 6 indicate two not altogether surprising
areas of disagreement between the minority menbers of the board and the
"other respondent grvoups. Minority members of the boards were alone in
feeling that starting board meetings on time and limiting the length of
meetings are seriousg problems or badly needed changes. Most of those in
all groups agreed that adhering to parliamentary procedure and obtaining
a complete recording of board meetings were low priority changes or no
problem. Minority board members were alone in indicating need for greater
public exposure of iwportant problems coming before the board. Many of
them agreed on the need for more TV and radio broadcasts of meetings,
nore evening meetings to increase public attendance and fewer executive
sessions and non-public committee meetings., Most of those in other re-
spondent groups indicated that more public exposure was not a badly needed
change. In fact, some respondents expressed a desire to have lessg public
scrutiny. For example, aboub 17 percent of the highway commissioners,

15 percent of the chairmen and 10 percent of the clerks indicated a desire
for fewer TV and radios broadcasts. Some respondents also expressed a
desire to have fewer evening meetings and more non-public commitiee meet-

ings to discourage public attendance.
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County Administrator, Depayitment and Agency Changes
The second gection of the guestionnalre asked the general question
"How can county administrators, deparitments and agencies help the board
make more effective use of its time?”™ This general guestion was divided

into two specific statements, each with six parts {see Appendix). Re-

sponses to these statements or suggested changes are summarized by re-
spondent groups in Table T. Entries in the table identify the percent
of respondents indicating 1 and 2 ranks, by respondent groups.

The first statement in Table 7 is concerned with potential actions
and changes by administrators designed to improve agency-board relations
and at the same time, improve the effectiveness of the board as an arm
of county government. Responses to the six parts of this statement illus.-
trate guite clearly the need for more effective communications and coordi-
nztion between the board and administrative agencies of the county. For
example, many among the clerks, chairmen and minority members of the
board agreed that county departments and agencles should demonstrate to
the board an awareness of agency purposes and objectives; should develop
standards of performance that are defensible before the board and board
constituents; should displasy the ability to answer those who are critical
of departmental actions; and, should display the competence to resist
board interference with details of administration. Most of the adminis-
trators, on the other hand, both in social services and highway depart-
ments, indicated that none of these suggested changes represented serious
problem areas.

Mmost 60 percent of the social services commissioners, heads of
one of county goverament's most often criticized agencies, indicated that

the ability of their agency to answer constructively those who are critical
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of departmental actions was no problem. Almost 42 percent of the clerks,
47 percent of the chairmen and 58 percent of the minority members indi-
cated this to be a hadly nseded change. On the other hand, social services
commissioners joined with clerks and chairmen in suggesting that agencles

should asgist the board in distinguishing the extent to which local opera-

tions are mandsted by state and federal regulations.

Table 7. DPercent of Respondents Indicating 1 and 2 Ranks for Suggested
Administrator, Department and Agency Changes, by Respondent
Group

Minority Social
Suggested Change B Clerk Chairman Member BServices Highway

1. ZEncourage the board to focus
on ‘things that make a dif-
fepence in the county."
a. demonstrating to the L 35 58 a/
hoard an awareness of
agency purposes and
objectives

b. developing standards of L1 Hite) 50
performance that asre de-
Tensible hefore the board
and board constituents

c. showing to the board an kb 35 55 35
awarenesg of changing re-
guirements and conditions
and of the consequences
of major alternavives

d. displaying the abllity L2 L7 58
to answer those who are
critical of deparimental
action

e. distinguish the extent k2 53 29
to which county opera-
tions are subject to
local control compared
with state or federal
requirements

f. displaying the compe- 38 L2 58
tence to regist board
interference with details
of administration
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Table 7. (continued)

Minority Social
Bugpested Change 3 Clerk Chairman Mesber Services Highway

2, Displaylng willingness o
communicate regulaxiy with
the bosrd concerning pur-
pases or objectives and the
extent of their schievement:
. encouraging board members 41 b3 Lo 53 30
to visit departments

b. working closely with com- LO 50
mittees to reduce need-
less discussion by the
entire board

¢. collecting and providing 52 L3 &7
information in a forn
that the hoard can use to
judge departmental per-
formance and problems

d. preparing information 38 33 L2
useful to the bosrd in
explaining agency opera-
tiong to hoard constitu~
encies

e. organizing information 58 L3 50
for the bhoard in a con-
densed form that mikes
effective use of the
board member’s time

. assigping staff members 29 25
to work with board com-
mittees where appropriate

g/ Plank spaces in the table indicate that, for a particular statement,

iless than 25 percent of the respondents in a group felt that it was

a badly needed change.

Statement 2 in Table 7 is concerned with changes agencles can make

to improve board-agency communicabions. Many among all respondent groups
agreed that agencies should encourage board merhers to visit departments.
However, on the remaining five parts of statement 2, the beard-agency
dichotomy resppeared. Many among the clerks, chalrmen and minority mewmbers

agreed that agencies should collect and provide information in a form that
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the board can use to judge departmental performance; should prepare in-
formation useful to the board in explaining agency operations to board
constituencies; and should orzanize informatlion in & condensed form that
rakes effective use of the board member’s time, Administrators failed %o
indicate any of these as serious problem areas.

To illustrate the megnitude of disagreement, 67 percent of the
majority members, 52 percent of the clerks and 48 percent of the chairmen
indicated that agencies sheould do a better Job of providing information
in a form that the board can use to judge departmental performance. Over
6L percent of the soclal services commissioners and 50 percent of highway
chiefs felt that they were doing an adequate job in this area. Apparently
the agency administrators feel that they are doing a satisfactory job of
communicating with the boards, bHut many on the boards feel that some sig-

nificant improvements can he effected.

Summaxy and Conclusions

A mail questionnaire was used to solicit the views of legislators
anéd administrators regarding the problems of county management related
to improving relaticns between county governing bodies and county agency
administration. Respondents to the survey included clerks, chairmen and
minority members of legislative boards, in addition to =moclal services
and highwey commlssioners. Dach respondent was asked to place a rank,
which was designed to indicate the magnitude of the problem, beside each
of 37 statements regarding problems of county management.

An interesting result emerged when sll responses were groubed accord-
ing to rank, Almost 35 pewrcent of the responses to the 37 statements indi-

cated "no problem.’ An even larger group, over_h? percent, indicated
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either "o problem” or problem "under control." Only about 26 percent
of the responses indicabed a "fivst prioxity” or "badly needed" change.
Some of the most needed changes by the baard that were identified
by respondents to the questionnaire are (1) to spend more time on "things
that really make a difference in the county”; (2) to improve communications
between the board and county administrators by requesting more often county
agencies to answer questions having & hearing on costs and performance;
(3) to encourage greater hoard member study and understanding of adminis-
trative activities and issues: (I) developing a clearer recognition by
the board that it shares responsibility for agency performance and for
responding to agency critics: and (5) to increase visits to county agencies.
Some of the ways in which county agencies and departments can help the
board be more effective include (1) demonstrating to the board an awareness
of' agency purposes and objectives; (2) demonstrating to the board an sware-
negs of changing reguirements and conditions and of the major practical
alternatives and their consequences; (3) displaying to the board the ability
to answer constructively those who are critical of agency actions; (L) en-
couraging board members to visit agencies or departments; and, (5) collech-
ing and providing information in a form that malkes effective use of board
menbers time and can be used to reach judgments on departmental performance
or problens.
dMembers of the board and administiators frequently took opposite
positions on specific improvements ligted in the questionnaire, TFor
example, while many clexks, board chairmen and ainority members agreed
that a number of changes designed to improve communications between the
board and administirators would bhe useful changes, most administrators indi-

cated that no such changes were necessary. The general disagreement between
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hoard members and sdministrators emphasizes the communications gap that
exists between then.

Minority menbers of the board often disagreed with other board mem-
bers and adminigtrators. The most serious area of disagreement concerned
the need for more public exposure at board and committee meetings. ALL
other respondents expressed a desire for less public exposure,

One might speculate sbout peoples' reactions to questionnaires asking
them to be, to a certain extent, critical of an organization in which
they have a vested interest. Perhaps, under those circumstances, respond-

ents are less inclined to identify problems or admit that existing prob-

lems are serious. Although the percent of responses indicating serious
problems was low, respondents did identify a number of areas in which
change is needed., In addition, responses to the questionnaire serve to
emphasize the communications gap that exists belween legislators and
administrators. Alternative approaches to narrowing that gap and thus

improving board-administrator relabtions are also suggested.
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APPENDIX A: THE QUESTIONNAIRE
Problems of County Management
Work Session 5. Consgolidating the County Management
Team: Improving Links Between Legislators and Administrators
to be Discussed on May 22, 1972 at
School for Clerks of County Legislative Boards
and

Directors of Real Property Tax Services

Tmproving Board-Administrator Relations In My County

A Rating Scale

Will you please complete these sheets and return them in the self-addressed
envelope by May 10 to: Professor Harry Mapp, Department of Agricultural
Fconomics, 156 Warren Hall, Cornell University, Ithaca, New York 148507

Harry Mapp and helpers will summarize The returns for presentation at the
Work Session on Mgy 22, and discussion by those atiending. The individual
reburns we regard as confidential. You do not need to identify yourself,
Tor organizing returns into similar groups, it would help if you would
check the appropriate items immediately below:

Your position: {check one) Does your county have: (check if applicable)

Chairman of Board An elected Chief Executive?

Merber of Board An appointive County Manager?
Head of Highway or A Board Chairman as chief
Public Works Department administrator?

Head of Social Services ____ Other chief administrator?
Department

Clerk of Board How many members on County Board?

Other

Tisted below are some ways that are sometimes suggested for improving the
effactiveness of county governing boards in relations with county admin-
istrators, departments and agencles. Please put a number in the blank

at the left of each statement which indicates the importance of the prob-
lem according to the following scale:

1 = One of the two or three most badly needed changes in county management
in my county.
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2 = A badly needed change, but not of topmost priority.
3 = A useful change, but less necesgary than 1 or 2.

4 = My county has already teken care of the problem.

5 = No problem in my couniy.

6 = Should move in the opposite direction in my county.

T. How can the county governing board improve its effectiveness in relabtions
With county administrators, departments and agencies?

A. By spending less time on deteils of running county departments
and agencies.

B. By spending more time on "things that really meke a difference
in the county."”

¢. By relieving the county governing board of responsibility:
a. For audidting bills for payment.

b. TFor approving new positions and jeob titles (except for major
administrative, professional and technical positions).

¢. TFor approving puvrchases of supplies and equipment (except
for major installations, such as a computer).

d. For correcting erroneous assessments.

e. Tor the following additional things:

D. By improving committees:

&, HReducing the number of committees substantially. (What is
present number? )

b. Reassigning committee responsibilities without reducing the
aunber of committees,

c. Keeping the board informed on progress of committee work by
calling for interim committee reporis.

d. Work on other ways to encourage thorough committee work.

e. Work on a system which prevents the full board from dupli-
cating work of conmittees.

£. In the following additional ways:
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E. By improving communications with county administrators, depart-
ments and agencies:

&,

Requesting more often a county agency to answer questionsg
having significant relation to results and costs of per-
forming the county services of thal agency -~ i.e., exer-
ciging more fraguently the board prerogative of seeking
information bearing on policy, and guality and costs of
performance.,

Greater board member gtudy and understanding of adminig-
trative activities and issues.

Developing clearer recognition among individual board mem-
wers and by the board as a whole that it shares responsi-

bility for agency performance and for responding consbruc-
tively to citizen complaints about agency performance.

Finding more effective ways to transmit board communications
to county administrators.

Sending administrators a copy of minutes of meetings.
Board or committee visiting of department activities.

In the following additional ways:

F. By conducting bosrd meetings expeditiously:

a.
b.

Cs

Starting on time.
Limiting length of meetings,

Adhering more strictly to rules of the board and of pairlia-
nentary procedure.

Chtaining a complete record of board meebings by tape record-

ing.

Doing the following additional things:

p— b e

G. By greater public exposure of important problems coming before
the board:

o
b.

-

d.

More TV and radio broadcasts of meetings.
More public hearings.
More evening meebtings to encourage public attendance.

Fewer board executive sessions and non-public committee
meetings.
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e. By other means:

H. By the following additional board actions:

II. How can county administrators, departments and agencies help the board
make more effective use of its time?

A. By encouraging the board to focus its interest on policies and
"things that really make a difference in the county.”

a. Demonstrating to the board an awarenegs of agency purposes
and objectives.

b. Developing standards of administrative or departmental per-
formance which, although less than perfect, are still defensi-
ble before the board and board constituencies.

¢. Showing to the board an awareness of changing requirvements
and conditions and of the major practical alteraatives or
options and thelr consequences.

d. Displaying to the board the gbility to answer constructively
those who are cribical of departmental actions.

e. Helping the board to distinguish the extent to which county
operations ave subject to local control compared with state
or Tederal requirements.

f£. Displaying to the board the managerial competence and firm-
nesz to resist board interference with details of adminig-
tration.

g. In the following additional ways:

B. By displaying willingness to communicate regularly with the board
concerning purposes or objectives and the extent of their achieve-
ment.

a. fHncouraging board members to visit the departments or agencies.

b. Working closely with the appropriate committee to reduce
needless discussion by the entire board.
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Collecting and providing information in a form that the
board can use to reach Judgments of departmentsl performance
ané problems,

Preparing information useful to the board in explaining
departmental ocperations to interested people among board
menfber constitunencles.

Organizing information for the board in pointed, condensed
form that makes effective use of board members' time in con-
veying The information.

Assigning staff members to work with board committees where
gppropriate,

In the following additional weays:

C. By the following additional administrative actions:




