County Manager Leadership Strategy
"Omnia Gallia in tres partes divisa est"









http://en.wikipedia.org/wiki/Commentarii_de_Bello_Gallico
As in Julius Ceasar’s first hand account of the Gaelic wars, so too is Dukes County divided into three parts. But instead of regions of Europe to be brought under Roman influence, the County is divided into three segments of Island demographics to be convinced that County government, in all its different segments, is valuable as a whole for the purposes of (a) enhancing the lives of the residents, (b) contributing value to local, state, tribal and Federal Government entities, and (c) contributing to the morale, efficiency and welfare of the County’s workforce.

     In order to satisfy these criteria , the three segments of the island demographics that must be influenced by the County Manager’s leadership are (1) the residents of Dukes County (the populous), (2) the County Commissioners and the County Advisory Board (the rulers), and the (3) County department heads and employees (the bureaucracy). These are the three entities that must be convinced, over time, that Dukes County management can provide the purposes outlined above.

SITUATION AT PRESENT:
The Residents
     The residents of Dukes County are either unaware of the contributions of Dukes County management and its various departments and associations on their lives or view Dukes County as irrelevant and without value to their lives.

     In the  past and present, although Dukes County government services and/or hosts many fine programs that enhance the lives of the Island residents, previous County Managers have failed to capitalize on the success of these projects that operate under the County umbrella, due to a lack of leadership skills. 

     Instead, each of the programs that Dukes County services is generally viewed as an entity not connected with Dukes County Government, despite, in some cases, having the name “Dukes County” as part of the program’s name.
     This failure to capitalize on the association of the serviced or hosted programs with the entity known as Dukes County government has left the residents of Dukes County with the impression that the entity known as Dukes County is not relevant to their lives and may even be a detriment to their financial welfare.  

     This view of non-relevance is compounded by the recent transfer of the Sheriff’s Department (perceived by the residents as the jail) and the Communications Center to the state, which is being widely exploited by the press and emphasized by the County Advisory Board in their budget deliberations. 
     This view of non-relevance is additionally compounded by media exaggerated missteps by both the previous County Managers and the County Commissioners. 

     This view is further compounded by the silo mentality of the various County departments who, either, project themselves as not part of the Dukes County government entity or perceive themselves to be an independent department, not under the purview of the County Manager. In these instances, the residents are left with or are persuaded that these departments are not part of the government known as Dukes County.
The County Commissioners and the County Advisory Board
In the  past, the Dukes County Commissioners have been hampered by the lack of leadership skills of the County Managers that they had selected. They were also hampered by the inability of past County Managers to keep up with the day to day duties, plan the implementation of future tasks and to deal with emergencies as they occurred. 
     The County Commissioners have been hampered by the increasing problem of declining revenues and increasing costs. This problem is exacerbated by the budgetary decision directions of County Advisory Board, which is explored below. Additionally, the County Commissioners and past County Managers have been unable to find substantial new revenue sources.  Further, it is likely, as seen by past decisions, that any new sources of revenue found would be seen by the County Advisory Board as a venue for reducing the annual payments to the County by the towns, thereby negating any effort by the County Commissioners and the County Manager.
     The County Commissioners have also been hampered by a lack of a clear cut unified mission statement in which to enumerate the specific strategic goals that the County should pursue, exacerbated by a difference of opinion among the Commissioners as to what the County mission and goals should be. 
     This left the past County Managers with only many vague directions to proceed forward. Because of this lack of a unified mission statement without its attendant goals and the differences of opinion on what goals should be pursued and coupled with the County Manager’s lack of leadership skills, the County Managers made serious errors in judgment and task implementation, neglected important tasks, and misdirected their efforts into areas that were executable but of less priority than more important or immediate tasks. The combination of the lack of the County Managers leadership skills, the inability to effectively implement the tasks of the County Manager, the lack of a unified Mission Statement and the enumeration of specific strategic goals by the County Commissioners contributed to the disfunctionality of the County in the past.
     One of the results of these missteps were the publication of media exaggerated exposés on the disfunctionality, ineffectiveness, and financial waste of taxpayers money by County Government, centered on the performance of the County Manager. 
     A follow-on result of the media exposés was the resultant negative publicity in the value of the County Manager, and the County itself, along with its resultant splash of negative publicity on the County Commissioners, themselves.
    This splash of negative publicity on the value and reputation of the County and on the County Commissioners themselves gradually led to a loss in confidence in the County Managers’ abilities. This negative publicity also led the County Commissioners, each in his/her own way, to attempt to guide the County Manager in the correction of the specific issue which caused the negative publicity. This resulted in confusion and misdirection of effort, while causing the neglect of on-going projects and tasks which caused further detriment to the County’s ability to function.

     A further consequence of this negative publicity is the impact that it has had on the County employees, who have either distanced themselves from the County Manager, through becoming independent silos or have embraced an unwritten policy of non-involvement with the organizational structure of the county, which sometimes boiled over to the point of insubordination to the office of the County Manager. 

     Lastly, a further consequence of this splash of negative publicity was the resultant effect that this had on the perceptions of the County Advisory Board.
     The County Advisory Board, whose members are a Selectmen from each town and are appointed by that town’s Board of Selectmen, are charged with overseeing the financial health of Dukes County. They do this by passing each line item on the County’s Budget.
     The attitudes of the members of the County Advisory Board range from:

Dukes County gives some value to the taxpayers, has assets that should be protected, and should be funded with rigorous oversight

to

Dukes County has no value, its assets should be sold and the proceeds given to the taxpayers, and then abolished.

     The decisions of the County Advisory Board are reached by weighted vote with each town’s vote proportionate to its property assessment. The town of Edgartown has the largest percentage of the weighted vote and its decisions, if coupled with one other town, usually prevail.  However, the votes of the voting members usually follow the proclivities of their fellow selectmen, which usually follow the will of the voters of their town.
     The budget of Dukes County comes from an assessment of each town. Some of the expenses of the County are expenses that would have to be paid by each town, regardless of whether the County existed or not. Other expenses are arbitrary and are paid by all towns. Still other expenses are paid for services rendered to certain towns and the cost is shared by each town served.
     The voting on the budget or the particular line item is usually cast by the voting member in such a way that it reflects the attitude of the member, as related above. 
     Although the members are charged with protecting the financial health of Dukes County and the assets it holds for the residents, it often appears that the members are more influenced by their positions as town Selectmen and the resulting requirement to save their taxpayers money, without balancing it against the financial health of the County and the possible loss of taxpayer owned County assets to the State.  This has a negative impact on how the residents see the value of County Government, frustrates the County Commissioners, and deals a very serious blow to the morale of the County employees.
County Department Heads and Employees
The County employees are divided into 4 major groups:


County Manager’s Office with 1 manager, 3 full time employees and 1 part time employee…… Total  5

Registry of Deeds Office with 1 manager and 3 employees…………………….………………… Total  4
Treasurers Office with 1 manager and 2 employees…………………….…  …………………… . Total  3
Martha’s Vineyard Airport with 1 manager and  18 full time employees 

and 10 seasonal employees ………………………………………………………  ..………………  Total 19
GRAND TOTAL……………………………………………………        TOTAL EMPLOYEES      31 

     Due to the nature of the division of County department accountability, the County employee structure is a conglomeration of entities without an overall, single point of ultimate control. 
     The Registry of Deeds Office and the Treasurer’s Office, with its total of 7 employees is controlled by elected officials. Although controlled by the budgetary process, neither department is governed by either the County Commissioners, elected officials themselves, or the County Manager. This is because they are elected officials with equal standing with the County Commissioners. The Registry of Deeds Office does produce some income to offset its budgetary requirements. The Treasurer’s Office also does produce some income to offset its budgetary requirements. This income is added to the General Fund.
     The Martha’s Vineyard Airport, with a total of 18 employees, has in the past, historically, been governed by the County Commissioners through the County Commissioners’ appointment of the members Airport Commission, who is the entity that has direct governance of the Airport for policy and budgetary matters.  This is no longer the case. Although the County Commissioners still appoint the Airport Commissioners, they have largely lost governing control of this entity.The Martha’s Vineyard Airport brings in enough income to be largely self sustaining and in fact creates a profit. Due to legislative and legal reasons, this income is not added to the County’s General fund. In fact, The County pays the Airport for rent that the County’s building sits on.
     The County Manager’s Office, manages 4 departments with 9 employees, the Veterans Agent, the Integrated Pest Management Office and the Vineyard Health Care Access Program and the janitorial service. 

The Integrated Pest Management Office operates out of the County building and falls under the purview of the County Manager. The Integrated Pest Management programs (pest control and mosquito testing) will in the future be paid 100% by the towns. 
     In actuality, the County Manager manages only 3 offices with a total of 3 employees, the Veterans Agent’s Office, the Integrated Pest Management Office, and the janitorial service.
     Although the 4th office, the Vineyard Health Care Access program nominally falls under the purview of the County Manager’s Office, in actuality, the Vineyard Health Care Access Program functions as a separate entity. The VHCAP does not share the name of the Dukes County, has a separate geographical location, and receives its running capital from Grants and direct payments from the towns.
The 4 groups consider themselves independent for various reasons. The Registry of Deeds and the Treasurers office are managed by elected officials, who are of equal stature to the County Commissioners. There may also be a component of this independency because they are income producing entities. Since the County Manager is responsible to the County Commissioners, these two departments are not under the management of the County Manager.  The Airport is governed by the Airport Commissioners, who are appointed by the County Commissioners. However, due to legislative, legal, and Federal/State regulations and rulings, the airport does not come under the direct control of the County Commissioners or the County Manager.  The feeling of independence is solidified, in that the airport is largely self sufficient and owns and operates most of the County’s property infrastructure. The revenue generated by the airport’s holdings are kept by the airport and not put into the County’s General Fund.
This situation of department autonomy is also a reaction to protect the department from the negative publicity caused by the missteps of the past County Managers and Commissioners. Further, employee pride in the individual department is high, but pride in the fact that they work for “Dukes County” is low.
The County Manager:

The County Manager’s position is a combination of employee management, County asset management for those County assets not under airport control, management of the County Budget, oversight of the hosted agencies, oversight of the Associate Commissioner offices. etc 
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Hosted Agencies:
Martha’s Vineyard Medical Reserve Corps

Martha’s Vineyard Youth Task Force

Martha’s Vineyard Fisherman’s Association

Provide Meeting Space:

Martha’s Vineyard Emergency Management Directors’ Association
Martha’s Vineyard Arena

All Island Police Chiefs Association

All Island Treasurers Association

Center4Living

Provide Grants for:

ESRI
