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Mutual Respect





Governance versus 
Management
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VS







What types of things are governance…

Policy-making 

1

Planning (Strategic)

2

Big picture 

3

Visioning 

4

Oversight/Evaluation

5

Representing the 
will of the people 
as elected officials
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Where
does tension 
present?

● Micromanagement
● Prioritization
● Personnel/HR
● Equipment
● Policy Matters
● Ego
● Public Pressures
● Crisis/Emergencies



There are things ONLY the 
governing body can do 
(appropriate funds, long term 
planning and investing, economic 
development, community 
vision and direction), and 
some counties are in deficit on these 
items!



Maintaining the 
Governing focus
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New Board Member Orientation



Issue Proper Chain of Command Improper Chain of 

Command

You receive a complaint about 

a pothole on a County Road.

Call the County Administrator, or 

Department Head, or Highway 

Committee Chairman to let them 

know of the issue.

Expect follow-up.

Call the Highway 

Superintendent and order his 

crew to fill the pothole.

Call an employee at the 

Highway Department and 

order him to fix the pothole.

You have concerns about the 

financial impact of the 

County’s health insurance 

policy.

Contact the County Administrator 

and discuss your concerns. 

Contact Treasurer to get more 

information.

Expect to be involved in health 

insurance policy discussions.

Begin attending every health 

insurance strategic planning 

session.

Contact employees or union 

representatives to get their 

opinion on the situation.

A department under your 

committee is having 

difficulties with an employee.

Contact the Director of Human 

Resources and County 

Administrator.

Expect follow-up.

Direct the department head to 

terminate the employee.

Contact the troubled 

employee.

Example:

Chain of Command 
discussion at orientation





Goals and Planning



Jefferson County Legislative 

Strategic Priorities 2025

Adopted by the Board of 

Legislators - February 4th, 2025

Department Ownership

Estimated 

Completion 

Committee 

Presentation Status 

General Services

Airport Capital Project Airport December March Comlete 

Physical Plant Improvements Buildings & Grounds December June Scheduled

Solar Land Use/Taxation Policy Planning & IDA April April Scheduled

Dog Control Standards Dog Control Ongoing Ongoing TBD

Blight/Vacant Properties Codes & County Attorney July July Scheduled

911 Tower Lease Policy Emergency Management May May Scheduled

Health & Human Services 

DSS Security Buildings & Grounds December March (and one more) TBD

Homeless Initiatives 

DSS & Community 

Services Ongoing March (ongoing) Complete 

Housing Initiatives DSS Ongoing TBD TBD

Customer Service Training Administration December TBD TBD

Medical Examiner Vacancy Public Health December TBD TBD

Mobile Crisis Team Community Services December April Complete 

Public Health Accreditation Public Health December February Scheduled

DSS Performance Metrics DSS December (ongoing) TBD Scheduled

Finance & Rules

Purchasing Policy/Credit Cards Administration March February Complete 

Settle Union Negotiations Human Resources December

Exec. Sessions (Jan, 

etc.) TBD

Polling Places Board of Elections March March Complete

Employee Appreciation/EAP Human Resources December August TBD

Budget/Audit Updates Administration November/July October/July Scheduled

Bed Tax/Short Term Rentals Administration April April Complete

Healh Insurance Consultant/RFP Insurance January/? January/? Complete 

NYS Legislative Agenda Administration May March Scheduled

Cyber Security Posture Information Technology December May Scheduled 

Economic Development Initiatives Administration December TBD TBD

Six-Year Capital Plan Administration September September Scheduled 

Completed: 7/25 = 28%

Scheduled: 10/25 = 40%

TBD: 8/25 = 32%



Committee/

Date January 21 February 11 March 11 April 15 May 20 June 17 July 8 August 19 September 16 October 14 November 25

General 

Services

Committee 

Goals; County 

Infrastructure 

Grant 

Solid Waste 

Loan & Capital 

Project

Airport Project 

Update and 

Finances/Upda

te and/or 

Accept Bids for 

Sewer Project 

& County 

Infrastructure 

Project Award

Solar Taxation 

and Land Use

Lease Policy 

for 9-1-1 

Towers (After 

Ad Hoc 

Discusses)

Blight and 

Unsafe 

Structure Plan 

Buildings and 

Grounds 

Project 

Progress 

Bus 

Transportation 

Update 

Meeting at 

Airport w/ Tour 

of Project 

Six-Year 

Capital Plan & 

Fleet Plan 

Committee/

Date January 28 February 18 March 25 April 29 May 27 June 24 July 29 August 26 September 30 November 5 December 2

Health and 

Human 

Services

Committee 

Goals

Public Health 

Accreditation 

Presentation

DSS Security 

Plan & 

Homeless 

Update

Bi-County 

Mobile Crisis 

Team

Childcare 

Funding & 

OFA Goals 

CPS/APS 

Presentation 

Veterans 

Position 

Replacement 

& DSS 

Quarterly 

Numbers 

Update 

Public Health 

Paramedics In 

Home Visits

Report on 

Customer 

Service Training 

DSS Quarterly 

Numbers 

Update 

Committee/

Date January 28 February 18 March 25 April 29 May 27 June 24 July 29 August 26 September 30 November 5 December 2

Finance and 

Rules

Insurance 

Discussion 

(Health, 

Property, & 

Casualty) & 

Committee 

Goals

Purchasing 

Policy, Credit 

Card Policy, 

Fixed Asset 

Policy

Election 

Polling Places 

Plan 

Corey Fram -

Bed Tax Plan, 

Local Law, 

Vendor & 

Occupancy 

Fund Balance 

Plan

Cyber Security 

Briefing 

(Executive 

Session)

JCC Budget 

Presentation

Audit 

Presentation 

Employee 

Appreciation 

and EAP - Big 

Picture 

Finance 

Budget Capital 

& Personnel & 

New Health 

Insurance 

Provider 

Budget 

Workshop Adopt Budget



Use Structure to Establish Boundaries

-Committee Structure

-Agenda Management

-Resolution Management

-Capital Planning & Purchasing Policy



Tactics and Strategies

Force 
Boards/Legislatures  
into bad votes

Interrupt process

Underestimate 
meeting 
management

Don’t
Hold leadership 
meetings

Engage the 
community 

Make the 
Board/Leg look 
good 

Roberts Rules

Decorum and 
civility  

Tact

Do Enforce 



Board Surveys 



KYP!

Know
Your
Personnel 



Tricks of the Trade 
and Roadmaps
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Board Will Policy Execution

Servant Leadership

Ignore Cranks

Listen First

Humility

Press Relations

Give Credit Pace Employee Relations

Code of Ethics Peer Networking

LP 
Cookingham’s 
Guideposts



1 We and Us versus I and Me

2 Communication and Messaging

3 Remember, not everyone  ______

4 Be Politically Savvy, not Political

5 Use Criticism Constructively 

6 Boundaries are OK, but…

7 Display the Value of Board Input



Other Best 
Practices and/or 
Things to Avoid 
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Protocols
Clarity on roles, 

responsibilities, the relevant 
local law and department 

head interactions 

Communication
Regular touchpoints;  

Involving everyone, no 
selectivity; No surprises

Thick Skin
Take the arrows and 

deflect or share the praise 

Excel
Do a good job; Display the 

value of professional 
management; Exemplify 

Public Service; Get stuff done



1 Make time for the Board / Staff

2 Help each other become better 
(train)

3 Always aim for clarity 

4 “Faithfully Implement”

5 Mini Milestones = Snowball effect

6 Maintain professionalism & TRUST

7 Election cycle management / 
acknowledgement



Things to avoid?

Being too “big” 
for some task

1

Working with just 
some of the board

2

Making 
assumptions

3

Neglecting 
performance 
appraisals

4

Not promoting 
Board/Legislature 
training

5

Making gray the 
lines of authority 

6



Open Forum - What 
did we miss? What 
say you? 
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