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It was moved by Councilman Patterson, seconded by Councilman Hair, and duly carried, that
the Tollowing resolution be, and the seme ls herebdy adoplbed.

WHEREAS; a Special Munlcipel Elsction was Weld in the Clty of Riverside on Tuesday,
Augnst 7, 1951, for the purpose of electing a Bosrd of fifteen Freoholders to periorm the duty of pre-
paring and proposing a nevw Municipal Charter for the Qity of Riverside, and f;or the purpose of submitbln#
to the gualified electors of the City of Riverside, the question and proposition "Shall a Board of
Fréeholdam be elected to frems a proposed new Charter?" as designated i;x Ordinance No. 1623; and

WHEREAS 1t oppears from the report of the 'i'ollerﬂ appointed to canvesa the retwrns of thoe
s81d Special Municipal Election, which report is hereinebove recordsd, that the Tollowing named persons
were the fifteen porsone receiving the preatest number of votes cast by the qualified and registered
alectors of the City of Riveraide voting at the said Special Munioclpd. Flection for all candidates Tor
the office of member of the said Doord of fifteen Freeholders,

NOW, THEREFORE DE IT RESOLVED, that tho said veport be, and the some 1s hereby approved,
and bthat Eugene Beat, Robert H. Weatbrook, ¥William H. Bommett, Phillp L. Boyd, Howard Boylan, Havry
MeCarroll, Donald W. Bohr, Joseph 8. Long, Glenn 'rJ Gui*tner, T. Chaunaey FlAharty, Earl ¥, Porter; Jams
M. Wortz, Charles H. Johnson, Thelmn H. Goodspeed and Leonard Jogaph Difani, be, and thoy are sach here-
by declarad duly electod as Members of the said Doard of fifteen Freeholders; and

DE IT FURTHER RESOLVED, the guestlon and proposition "Shall a Board of Freeholders be
slocted to frame & proposed nev Charter?” having received 5498 afflrmative votes againet L5 negative
votes, conqtitubing a majority of all the votes cast at said Bpecial Munieipel Election on said guestion
and propSsition, be, and the same ia hereby doolaved carrled and adopted.

This motion carried by the following vote:

Ayes:  Counoilmen Rawllngs, Fowlaf, Backstrand, Pabhterson, Deles, Helr, and Crouch.

Noon: None.

Absent: lone.
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Upon mobion of Councilman Rawlings, seconded by Councliman Patterson, end duly carried,
IT WAS (RDERED that, pursuant to the request of E, L, Yeager Company, ar contained in a commnication
dnt.,sd'l\ugust 1k, 1951, this day received and filed, the project involving the removalt of reven largs
Pepper trees by the Straet Departuent, Located on the south side of Fairmount Boulevard across from
the City of Riverside old tennis courts and park, which are In the way of curb and gutter installation,
and'the inetallation of curb snd gutter on the south side of Fairmount Boulevard extending westerly
to Locust Street, and on the eaaterl‘y side of Locust Street southerly, to the foot of the hill, by
L, L. Yeager Compm, be, and the same iz hereby approved and authorized, under the supervision of the
Strest Department, the expense of ‘the removal of the trees and the installation of curb and guttor in
front of park property to be charged againgt the Motor Vehicle Act Traffic Safety Fund,

This motion carried by the following vote:

Ayes:  Councilmen Ruwlings, Fowler, Becketrand, Patterson, Dales, Hair, and Crouch.

Noes: lione.

Abgant:  HNone.

ok
It was moved by Councilman Pabterson, seconded by Councilman Crouch, thet the minute order

appearing in Bock 3M of Gownsil Mlnutos at page 489, enthorizing the ity Attormey to prepare the

ot mnd

[N,

Rortte o orond

Rramzomioms urd

crieg




REPORT OF COMMITTEE ON BOARDS AND COMMISSIONS OTHER THAN PUBLIC
UTILITIES. ‘

Attached herewith is Article VII, Appointive Boards
and Commissions, as revised by Mr. Harry C. Williams following
our conference with him Thursday evening, April 10, We had
previously met and studied and discussed his first draft of
Article VII of which he had furnished us with five copies.

Sections 706 and 707. There is no provision for a
Planning Commission in the present charter but we feel that
there should be, and therefore have included it in this Article.
It was agreed at our first committee meeting that decisions by
the Planning Commission, following hearings held before it,
should be final, except that within ten days a petition could
be presented to the City Council requesting a hearing before the
Council, and that the City Council could grant or deny such a
request. This would do away with the present ordinance provision
which makes hearings hefore the City Council compulsory. However,
Mr. Williams feels that this should be governed by ordinance
rather than by Charter provision. It is therefore not incluéed
in these sections,.

Sections 708 and 709, Personnel Board, we did not
consider, since there is a separate committee on Personnel.

Section 710, The Board of Library Trustees is the only
appointive board to be administrative, but Mr. Williams pointed
out that its functions are entirely different than those of any
other board and it should be administrative rather than advisory.
The provisions of this section seem to conform to most of the
recommendations made by our present librarian, Mr. Lake, and to
charter provisions of other cities.

Mr. Lake has suggested that a provision be made similar
to the first paragraph of Section 711, whereby certain agencies,
such as the county, might be accorded temporary membership on the
commission., He also suggests that the board be given greater
power of expenditure. They now spend as they see fit, income not
budgeted for, such as ihcome from the schools or the county, not
foreseen at budget time.

Mr. Lake's first suggestion could be complied with
easily, but in regard to his suggestion in the matter of expendi-
tures, Mr. Williams points out that the board of library trustees
is no% accountable to the people, but to the City Council, and
that the City Council should have the power to approve expenditures.,

Section 711. The present Riverside city charter provides
for a Board of Park Commissioners. A recreation committee,
advisory to the park board has been created by ordinance, and thére
is in addition a council committee called the recreation and educa-
tion committee. In that the parks department and the recreation
department must work together, since there is an overlapping of
their interests, it is usual for city charters to provide for a
joint commission,

It has been suggested that this be designated a Parks
and Recreation Commission, rather than Recreation and Parks, and
that there be a provision for street trees., Mr. Williams concurs
with both suggestions and would give the commission control and
jurisdiction over parkways and street trees,
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Page 2 of
REPORT OF COMMITTEE ON BOARDS AND COMMISSIONS OTHER THAN PUBLIC
UTILITIES.

A Board of Health is provided in the present city
Charter, but since the city contracts with the county health
department, there is no need for such a board and it has been
non-existent for a number of years.

The present Charter also provides a Board of Police
and Fire Commissioners, but Mr., Williams tells us that such
boards are obsolete, that they went out with the long-ago
commission form of city government and are now generally frowned
upon. Our study of other city charters shows this to be true,
so we have made no provision for such a commission.

The Board of Education is set up in a separate Article,
Article XII, and accordingly was not under consideration by this
committee,

R VO O D G s B DR
~-~Thelma Goodspeed
Chairman ‘
Committee on Boards and Commissions
Other than Public Utilities,
Board of Freeholders.




Council-lanager Form of City Government

The President of the Board of Freeholders for the City of Riverside
has asked that a committee apvcinted by him under the chairmanship of ir,
Glenn %. Gurtner, including slessrs. Philip L. Boyd, Doneld W. Bohr, Howard
Boylan, and Harry sicCarroll, make a report to him on the City ilanager tyvne of
municipal governmment, but to confine such report to s discussion of the
method of application of the system, the mechenics as to how it is set up,
etc.

The President of the Board did not wish at this time any con-
clueions of the Committee as to the merits of the system or the advisabil-
ity of including such cystem in the new charter. It is difficult, however,
for the Committee to make a report which would be informative without in
some manner bringing forward its merits and demerits. The Committee, how-
ever, believes that a discussion of the City ilenager form of government,
with & sketch of its historical background, some statistical material to
show to whai extent it hes been adopted in the United States, and to what
extent it has been abandened after having been adopted, together with some
of the techniques used and some com:iients upon the varying provisions,
would be responsive tc the President's request, and we are, therefore, sub-
mitting the following material in the hope that it will be of use. liost
of it will be excerpts from the very extensive literature bearing on the
syster,

Chapter 21 of a book published by Henry Holt and Company with-
in the last few montas, ve believe, will give the Freehclders the basic
jdeas underlying the City ilenager form of government, how it differs from
other forms, the extent to which it is used, and some very pertinent com-
ments as to the varying provisions of the charters of cities which have
adopted it. We are, tnerefore, going to quote the entire chapter from
this book as a start of our discussion.

(see following pages)



Chapter 21 of "State and Local Government® by Anderson and
Weidner, published by Henry Holt and Company

"rban Forms of Government and Administrative Organization®

Which is more important, the organization or the men who operate it?
The controversy is an ancient one and not likely to be resolved in the near
© future., But the truth is that both are important, if effective government is
"~ to be secured. The most streamlined modern form of government is useless unless
able personnel are available to make it work, and the best personnel are hope-
lessly hamstrung by poor governmental structure., In other words, forms of
government are operated by human beings. For this reason if for no other, no
two cities have exactly the same form of government in practice, even though
outwardly their organization seems indentical. Thus, in one case, a library
board may be the vehicle for obtaining more participation on the part of the
general public in library affairs; in another, it may result in representation
of professional interests; and in a third, a small clique may use it to
perpetuate their power and special advantage.

Organization of urban govermment varies with the internal structure
of a clty and its adaption by particular individuals. It also varies with the
exlistence or absence of near-by general or special-purpose units of local gov~
ernment and the system of state~local relations in each of the several states.
Kansas City may have the same form of government, outwardly, as Cincinnati,
and St. Louis the same as San Francisco., But the fact that the two Missouri
cities have virtually no control over their local police, because of state
assumption of this field, changes in practice the effect of the formal organiza-
tion of each of these cities. It alters, for example, the role of the city
council and mayor or manager. Therefore, in examining the internal forms of
government of cities in this chapter, we shall pay attention to the environ-
ment in which such forms are placed.

THE BEGINNING OF REFORM, 1890-1900

At the beginning of the era of great urban growth, toward the end of
the nineteenth century, most of the larger cities of the country had what
amounted to a weak-mayor-council form of government. The weak-mayor-council
system arose because of several factors. There was some more-or-less conscious
imitation of the national and state governments with their President and Congress,
governor and legislature, and municipalities were organized with a mayor and
council. Some councils were of two houses, others of one, but as in the case
of the President and the governor, the mayor was not a member of the legislative
body, the city council. Instead he was chief executive, at least in theory.

He possessed a veto power over measures passed by the council, although that

body generally could pass measures over the veto by a two-thirds or three-
fourths vote.

Certain organizational arrangements departed from the practice of
the national government, although they were in harmony with the structure of
many states. Jacksonian democracy and a distrust of city government encouraged
the use of these devices. For example, the mayor appointed some municipal
officials, but the council selected others. Several department heads were
usually elected directly, such as the treasurer, city clerk, and city attorney.
Numerous boards and commissions were to be found whose members were sometimes

elected directly, sometimes appointed by mayor or council, and at other times
held an ex-officio status.

-2 -



Some forms of corruption are always present in so widespread a
political institution as city government. Yet in the last half of the nine-
teenth century, city government became more corrupt than it ever had been
previously or has been since. The weak-mayor-council plan did not help to
reveal corruption in city government. Quite the reverse. Since no person or
group could be held responsible for the entire operations of the city, there
was a definite lack of responsibility. A large amount of overlapping of
authority and plain confusion prevailed. Behind it all the corrupt politicians
could carry on their activities safe in the knowledge that they would in all
probability not be exposed before the public.

Extensive corruption cannot indefinitely be hidden from a watchful
citizenry, and in the last decade or two of the century a growing movement of
reform developed. The deplorable condition of civic dishonesty was gradually
made evident. City government and scandals virtually went hand in hand. The
wrath of the citizens was directed not only at the men who were in charge of
city affairs, but also at the form of government that contributed to the
inability of the citizen to watch his government carefully. By 1894 there were
enough local civic groups leading the fight for better government to organize
the National Municipal League. In the ensuing decades, down to now, the League
has remained the principal group pushing for better city government. Immediately
upon its establishment, the League became interested in forms of city govern-
ment as a means of curing municipal ills. The search for a better form of
city government spread widely. Articles, pamphlets, books, speeches, con-
ventions--all these techniques were used to popularize the need for some
structural irmprovement.

Strong-Mayor~Council Plan

As the 1890's wore on, more and more authorities on city government
became convinced that a strong independent executive system, to be known as the
strong-mayor-council plan, was the most desirable form that was available.

- In A Municipal Program in 1900 the National Municipal League endorsed this
system. With some modifications it is the predominant form of government in
1large cities today, but it is by no means confined to them.

The strong-mayor-council plan vested executive and administrative
powers in the mayor and conférrea rather complete leg;sigtive powers upon the
council, Boards and commissions and independently elected officers were to be
héId to a minimum, and preferably abolished outright. Thus a separation-of-
powers system similar to that of the national government, with a short ballot,
was favored for cities.

Commission Plan

About the same time another form of city government was developed.
A tidal wave brought disaster and destruction to the city of Galveston, Texas,
in 1900. Because of its ineffectiveness in handling the crisis, the local
government lost public confidence. The next year a new form of government,
to become known as the commission form, was established by special state law
upon petition 6f a group of Galveston's citizens. The core of the plan as
developed there and elsewhere was the provision of a city council or com-
mission with three to seven members. In this group the legislative powers
were vested. The members individually became heads of the various city



departments. Thus one commission member became mayor, another head of the
department of public works, another head of public safety, and so on. The
commission plan followed the strong-mayor-council idea to the extent that it
provided a short ballot. No series of independently elected officials or
boards and commissions were to be found. But it departed from the strong-
mayor-council plan in that it denied the separation of powers. No longer was
the mayor separately elected and vested with a partial veto over the council's
activities. No longer was the council to confine its activities largely to
legislation. As a group the commission was the governing body. As individuals
the members of the group constituted the mayor and the department heads.

The ecommission plan was later adapted and widely publicized by a
group of citizens from Des Moines, Iowa. Known as the Des Moines Plan, the
commission idea (plus the initiative, referendum, recall merit system, and
nonpartisan elections) was adopted in hundreds of cities. It is still to be
found in many medium-sized and some small cities.

Council-Manager Plan

The National Municipal League never officially endorsed the commission
form of municipal government, although many League members individually pro-
moted its adoption in various localities. The organization was not slow to
fall into line behind the council-manager plan, however, once it was adopted
by a few municipalities. Richard S. Childs, an ardent advocate of the short
ballot and a strong supporter of the National Municipal League, is generally
credited with being the father of the council-manager government, In 1912
the South Carolina legislature, by special act, provided the plan for the
small city of Sumter, adapting the idea from suggestions that originally came
from Childs. When Dayton and Springfield, Ohio, adopted the plan by means of
home-rule charters the next year, publicity about the system began to spread.
The National Municipal League endorsed the idea in its first Model City Charter
and has been the principal sponsor of the plan ever since.

There was nothing new or revolutionary aboyt the council-manager plan.
School systems had long followed the idea of an appointlve chief executive,
the school superintendent ‘as had businesses and labor unions. Thé council-
manager system provided for a council as the ordinance-enacting body, and a
manager appointed at the pleasure of the council to be chief executive and
administrator. The principle of the short balleot was thus followed, no
separation of powers was provided, but administrative specialization was
permitted, from the manager on through all the depiartment heads down to every
employee of the city.

Already the council-manager plan has outdistanced the commission
system and it is conceivable that within the next few decades it will out-
number the strong- and weak-mayor-council cities combined. In the meantime,
more and more cities are adopting the council-manager and strong-mayor-
council plans every year, but the rate of adoption of the former is much
greater,

THE COMMISSION PLAN

The commission plan is probably the form of government that has
been most faithfully copied in its "ideal™ or theoretical form Without many
local adaptations. In over half the cases the only elective officers of
commission cities have been the members of the city commission. The number
of departments has generally been limited to the number of commissioners,
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and special-purpose boards and commissions or separately appointed department
heads have been held to a minimum. There have been exceptions, of course;
Highland Park, Michigan, elects a clerk, comptroller, treasurer, and assessor,
and St. Paul, Minnesota, has an independently elected comptroller who wields
very strong independent control over fiscal and personnel matters. But more
usual in their commission organization are such cities as Newark, Jersey City,
and Trenton, New Jersey; Omaha, Nebraska; Spokane, Washington; Memphis,
Tennessee; and Birmingham, Alabama., Other large cities having the commission
plan include Salt Lake City, New Orleans, and Portland, Oregon.

Advantages

The main features of the commission plan have already been outlined.
The plan was said to have certain advantages, among which were the following:
(1) The short ballot was to enable the voters to concentrate their attention
upon a few candidates for a few offices, and to encourage men of better quality
to put themselves forth for public office. Therefore a better council would
result. (2) The concentration in _one group of men (the commission or council)
of all legislative power together “with all administrative power in their
individual capacities was to result in centering responsibility. No longer
could disputes arise between mayor and council; the mayor?'s independent position
was gone. No longer were there many semi-lndependent officers, commissions, or
boards to divide both administrative and legislative authority. (3) The
election of a small number of councilmen, all at large, would give better
representation of the interests of the city as a whole than the election of a
large number of councilmen by wards.

Disadvantages

The commission plan was not long in operation before certain short-
comings became evident., First there was a glaring lack of criticism within
the municipal organization. Traditionally the function of criticism has been
lodgedtin the council primarily, a5 Tt surveys administrative operations. In
addition, the chief executive tends to scrutinize the various administrative
departments and helps supervise amt coordinaté their activities. In the com-
mission system, there was no independent council, since each councilman was
individually head of one of the sevéral d&partmeénts of the city. It was only
natural To find that a councilman was reluctant to criticize other departments
for fear that his own might also be subject to scrutiny. A gentlemen's
agreement was reached whereby each councilman was given exclusive charge of
his own department. Such an agreement frequently held with appropriations as
well, and as a result some commission cities came to be known for their spend-
thrift policies. ™"If you'll vote for my proposed budget, I'11 vote for yours"
was the philosophy.

Not only did the commission system fail to provide adequate criticism
and budgetary methods, but it made difficult the securing of adequately trained
personnel at top administrative levels. If the voters elected a representative
body-~the city council--representativeness was no guarantee that all council
members would be able department heads. Qualified department heads are best
chosen by means of appointment; not election., Commission cities found ther"
selves saddled with men who might have been capable enough as general
representatives of the people, but who had little or no training for the specific
tasks of particular departments. In such a situation there was very little
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room for the trained expert. No employee in an administrative post could
hope to aspire to the headship of his department without standing the
uncertainties of election to the city council. Most commissioners demanded
that they personally be in charge of day~to-day operations of the departments,
and the general public could see little reason to employ two people to head
each of them, the commissioner for general supervision and an experienced,
rrofessional administrator to head up the actual operations. Therefore the
departments fell under amateur and outright political direction. Many
qualified employees and potential employees turned outside city government

to find satisfying jobs because of this.

Although the councils in commission cities were generally small
(between three and seven members), centering of responsibility did not result.
Resporisibility was constantly shifted from the council as a whole to the
individual commissioners. Questions of rival jurisdiction among departments
were not uncommon. The mayor, who was merely one of the commissioners
designated as such, had very little power to coordinate the operations of the
city as a whole. Certainly it would have been unjust in most cases to hold
him responsible on the basis of his legal authority.

In medium-sized and large cities, councils under the commission plan
were too small to be representative of the diverse elements within the city.
Yet to increase the council beyond five or seven might have multiplied unduly
the number of departments for the best administrative results. In those cases
where a council of five or seven did represent a few diverse interests, the
effect upon administration was undoubtedly unfortunate, since the policy in
one department might be one of economy, while the policies in other departments
might be the reverse.

Decline of the Plan

Political corruption and bossism thrived in many commission cities,
but perhaps Jersey City and Memphis were the two best—known examples. Seeing
this and realizing many of the defects of the plan, the reformers soon became
disillusioned with the commission form and turned elsewhere for the ideal
governmental structure. The number of commission cities probably reached its
height in the early 1920's. Since then there has been a steady abandonment of
the plan, and few new adoptions. Less than 15 percent of cities with over
5,000 inhabitants retained this form in 1950 (see Table 16). While this per-
centage will probably continue to decline slowly in the next few decades, it
should not be forgotten that the commission plan was in most cases an
improvement over the weak-mayor-council system that it frequently replaced.
It was a simple form in comparison.

WEAK-MAYOR AND STRONG-MAYOR-~-COUNCIL FORMS

Since the nineteenth century the traditional form of government for
American cities has been some variety of the miyor-council plan. Over 57 per
cent of cities with over 5,000 inhabitants still retain the system, and only
in the population grouping of from 10,000 to 500,000 have the commission or
council-manager plans made great headway. The largest cities apparently will
retain this form indefinitely, along with a substantial proportion of cities

of other sizes. Hence, analysis of the variations of this form is important.

For purposes of analysis, it has sometimes been useful to separate
the so-called weak-mayor-council plan from the strong-mayor-council plan, but
in the United States the mayor-council cities range all the way from the
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very-weak-mayor-council variety to the very-strong-mayor-council type. The
greatest number of mayor-council cities probably lies somewhere in between
the %strong" and "weak™ categories.

TABLE 16
FORMS OF CITY GOVERNMENT BY POPULATION GROUPS IN PERCENT, 1950

Number Representa-
Pupiiation of Mayor- Commi s- Council- tive Town Town
Group Cities Council sion Manager Meeting Meeting

Over 500,000 13 100.0
250-500,000 23 39.1 34.8 26.1
100-250,000 55 L3.6 23.6 32.8
50-100,000 106 34.9 31.1 34.0
25-50,000 212 49.0 17.9 30.7 1.9 0.5
10-25,000 662 50.6 18.1 264 2.6 2.3
5-10,000 962 66.6 9ol 20.3 0.5 3.2
A1l over 5,000 2,033 57.2 14.9 24,3 1.3 2.3

Source: International City Managers Association, Municipal Year Book, 1950, p. 39.

Weak-Mayor-Council Form

Authorities on city government are generally agreed that on the average
the weak-mayor-council system produces the worst results. This is not to
say-that every city having a weak-mayor-council form is badly or corruptly
run. In several respects Los Angeles has very excellent city government
while hampered by a weak-mayor form. In contrast to this city of 2,000,000
is Minneapolis, with over 500,000 inhabitants, which has had poor results
from the weak-mayor plan.

Los Angeles and Minneapolis, however, have for years been noted for the
relativély poor quality of their municipal leadership—-one of the cardinal
weaknesses of the weak<mayor system. Responsibility is not centralized.
There are numerous independently elected officials and : many boards and
commisgions, ~THe ¢ouncil~ T8 Iimited in defining city policy, and the mayor
does not have administratiVe control over the various city departments. In
such a situation no one can exercise policy leadership effectively for the
city as a whole. There 15 no person who can authoritatively speak for the
entire city. If the mayor does try to perform such a service, departments
can disregard his suggestions without penalty. Lack of coordination
abounds, Thus a city may develop a fine park system through excellent
Teadership on the park board, while other programs lag badly.

Since there is no provision for coordination, central budgeting, .
personnel controls, and purchasing frequently are nonexistent. Each department
may “order its own'iypewriters, its own téleplione service, or its own pencils.

aph machines 1n one office will be standing idTe while those In ™
another office are used by an overtime shift. Every board or commission will
have or at least seek a special provision in the city charter or state law

that gpecifies the taxes to be levied for its work. There is no budget
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flexibility as a result. Because weak-mayor-council government is usually
indecisive, uncoordinated, and inefficient, corruption has abounded.

When confronted with all these defects, the defenders of this form
of government point with pride to its alleged democratic features. Meny
people are directly elected and others serve on boards and commissions. Thus,
it iz claimed, direct participation in and control of government by many
p=cple is furthered. Power is dispersgq and thus autpcragy made improbable.
More believable than thesé statements, perhaps, is the defense made of the
plzn by special interests that benefit from the lack of any over-all review
of the city government or its needs. From the viewpoint of the special
interests, such as those especially concerned with the schools, parks, and
libraries, there are many advantages to the weak-mayor-council system, since
it is often true that such functions have a preferred position by their
isolation from over-all control.

What is advantageous in a form of government, of course, depends upon
the ends one is trying to achieve and the means that seem appropriate to
employ. If the objective be maximum service of all kinds to the city as a
whole, however, it is evident that the weak-mayor-council plan does not
contribute to the attainment of it. Nor can it be said without severe
qualification that the plan leads toward more democracy because of enlarged
participation and greater control. There are many ways to participate in
government, and holding public office is just one of them. With an unduly
long ballot, democracy is thwarted because the electorate cannot possibly
become well informed about the candidates or the issues confronting it.
Potential voter participation may be great in terms of the number of elective
offices, but actual voter participation may be small and voting less intelligent.,
Where the voter cannot place responsibility easily, he cannot effectively help
control the organization. This has certainly been true of weak-mayor-council
cities as a group, As we have seen, there has been much inefficiency and quite
a bit of corruption in cities using this form. For the most part voters have been

helpless to bring about permanent change in these conditions except by altering
the form of government.,

Strong-Mayor-Council Form

Because of the many defects that have shown up in practice in the
weak-mayor-council plan, cities have sought to rectify the evils of the system
by strengthening the hands of the mayor and the council and making their
positions similar to those of the President and Congress. In addition, there
have been some commission and a few council-manager cities that have abandoned
their plans in favor of the strong~mayor-council type of organization. The
strong-mayor-council plan is seldom found in its "ideal" or "pure" state-—a
mayor and council as the only elective officials and no administrative or
qua31—1egislative special boards or commlssions. There are many cities, how-
ever, in which both the mayor and council are relatively strong in regard to
their respective functions, although they must share power with various
elected boards and officials. The mayor of New York City is such a person,
even though the five borough presidents and the comptroller are elected. The
council is not as strong as the "pure" plan envisions, because of the existence
of the Board of Estimate, almost a second house of the city's legislative
system. Cleveland, Seattle, Boston, and St. Louis have other varieties of
the independent-executive system. The moral is plain: formal administrative
organization does not determine the exact power that a mayor or council wields
in actual practice., Structure is only one element to be considered along with
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the personal leadership qualities of the councilmen and mayor, the status
of political parties and pressure groups, and, in general, the many other
snecial characteristics of each city and its people.

Advantages, In comparison with the commission and weak-mayor-council plans,
the strong-mayor system has many advantages. Notable is its provision for

a ull-f;édged executive, directly elected by the voters, with important
supervisory powers over all, or nearly all, city departments, Neither the
coumisston 1Hor the weak—mayor plans has a strong central executive. The
bzinefits deriving from such a person in an organization are leadership in
both policy and administration, a large measure of coordination in administra-
tion, aﬂd more understandable, more respon51b1e, and more responsive
govprnment, certainly not very often in the strong-mayor plan. Some mayors
cannot, wiil. not, or do not give the leadership to city affairs that is
possible with the strong-mayor system. Nevertheless, the potentialities of
the office are there and can be utilized, if the right man is elected mayor.

A natural leader finds that he can accomplish things in a strong-mayor-council
city, while in a commission city or a weak-mayor city very capable leaders
can be elected mayor and yet be quite thwarted in terms of accomplishment.

The carecrs of Delesseps S. Morrison and Hubert H. Humphrey as mayors of

New Orlezns (commission) and Minneapolis (weak-mayor) illustrate the odds
against which the leaders must struggle if proper organization does not
facilitate their tasks.

A second major advantage of the strong-mayor-council plan is the vesting
of most legislative power in the city council. Independent boards and
commissions are not present to share in policy formation or to compete with
the council in trying to secure control over certain functions. It 18 true
that the mayor is an important policy leader in the usual strong-mayor city,
and if the city is of large size, the department heads and perhaps the
bureau heads will be essentially policy people. No form of government under
modern conditions can confine all policy functions to the council. Subject
only to the mayor's veto and leadership and the limits of their time and
ability, the councilmen have no serious competitors in the policy-formation
field. They can control or change such policies in any way they see fit
without fear of trampling on the powers of some other agency.

Thirdly, the strong-mayor-council plan is more conducive to the
establishment of a thoroughgoing merit system than either the commission or
weak-mayor plans. By its very nature, the independent-executive plan
emphasizes central controls: the mayor is given responsibility for the entire
administrative operation; he soon finds he needs a group of central house-
keeping controls to help him carry out this task; the executive budget system
and central purchasing are two helpful devices that improve the mayor's
position; but a merit system is essential, particularly in large cities.
Along with the merit system goes professionalism, of course, and the mayor
usually finds that even at the political level of department head his
appointee must not only be politically acceptable but also professionally
trained. Since there are no or very few semi-independent agencies in strong-
mayor-council cities, g truly city-wide merit system can be developed.

Commission-plan cities have had a large degree of success in instituting

the merit system and even weak-mayor-council cities have had some success.
However, neither have anywhere nearly approached the strong-mayor cities on
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the score of an executive budget system. Using the executive budget idea

as a tool of control, mayors have found that it gives them more power of
detailed supervision over the various administrative agencies than perhaps
any other sinrgle device. Budget directors are commonly second only to the
mayor in importance in the administrative hierarchy. Coordination is secured
through hudgeting, and with it come numerous benefits such as a well-balanced
plan of municipal services, elimination of duplication, and good espiit:dé:
corps.

Shortcomings. Critics of the strong-mayor-council plan point out two major
defects—~fatal ones in the estimation of the defenders of the council-manager
system. First is the problem of how to resolve apy conflict that arises
between mayor and council--in the nature of the system, probably a problem
without solution. If the mayor is to retain his position of leadership, he
muist -continue to be independently elected, and his powers of veto and general
administration are likewise essential to vigorous leadership. As long as the
mayor cannot be removed by the council and is not selected by it, and as long
as the mayor has the veto power, he can hold out against the council, providing
he has enough votes in that body to support his veto. How freguently the
mayor and council tend to fall out, and how important the matters at stake

are, has never been determined for strong-mayor-council cities as a whole.
Minor conflicts probably occur everywhere, and major fights are common,
especially in the larger cities. It can be argued that some advantage accrues
to the city in the process, such as education of the voters by the publicizing
of the issues in controversy. It can also be argued that the voters at the
next election can always resolve the issue. These are small comforts to cities
in the throes of a bitter mayor-council dispute--it would be helpful if some
way of resolving the issue could be worked out more promptly and constructively.

The second major defect in the eyes of the critics is the quality
of chief administrators--the mayors--under the strong-mayor-council plan.
Just because a man is elected is no assurance that he is a capable administrator.
Certainly it is desirable to have capable administrators, but defenders of the
mayor-council plan point out that administration is not the major responsi-
bility of the chief executive, especially in the large cities. The executive's
first job is to supply policy leadership--a task essentially political in
character. Adminstration is important, of course, but the enterprising city
or mayor can devise methods of securing expert administrative assistance to
release the time and energies of the mayor. For example, a deputy mayor or a
chief administrative officer can be appointed by the mayor much as a manager
would be appointed by the council in manager cities. The mayor, an elected
official, could thus give policy leadership and an expert, politically
acceptable, could provide administrative direction. This system is in effect
in some degree in many cities, such as Louisville, New York, and San Francisco.

The crucial question in regard to the mayor's gqualities is therefore
not one of administrative competence, but one of political leadership abilities.
While the results on this score are not entirely reassuring, no other form of
government has done better in providing political leadership, and probably no
other form has done as well. Obviously there are many other factors that
determine the quality of political leadership besides the form of government,
but to the extent that form plays a part, the evidence is not unfavorable to
the strong-mayor-council plan.
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COUNCIL-MANAGER FORMS

Today nearly a quarter of all United States cities over 5,000 have
the council-manager form of goverrment (see Table 16). As we saw earlier,
in theory the council-manager plan is extremely simple--the council appoints
a manager who, 1ﬁ“turh;'appéints and supervises all department heads. Some
council-manager cities follow the "pure" plan fairly faithfully, but the
majority make a nufber of exceptions to the rule of the manager appointing
and supervising all department heads. Cincinnati and Kansas City exemplify
this very well. Council-manager cities could very easily be grouped into
weak- and strong-manager types, like weak~ and strong-mayor-council cities.
At one extreme are the many cities that superimpose a chief administrative
officer (appointed by the council) on several elective officers and a number
of special-function boards or commissions, all having considerable power.

In such cases, the chief administrative officer may not even have the power

of appointment of department heads, although he usually administers an
executive budget. The International City Managers Association does not
classify many of these cities as council-manager cities because their adoption
of the plan is not sufficiently complete. (Despite this limitation of the
classification system, it is the most reliable available.) At the other
extreme are those cities that have the "'pure" council-manager plan as put
forth by its main theorists. Naturally, most council-manager cities fall
somewhere between the extremes.

The number of cities with council-manager government has grown
amazingly in the thirty-five to forty years since the initial trial. And the
growth has been accompanied by a large amount of publicity about the many
benefits that a city secures when it changes to the plan. That most authorities
on municipal government are very favorable to the plan has also bolstered
the case for it. The advantages are impressive, and it is only fair to say
that the council-manager plan has been the most promising experiment in
municipal government organization in the country's history.

Although defenders of the plan have become so enthusiastic about
its virtues, admitting no shortcomings, the council-manager plan does not
represent the millennium in organization. Like all human institutions, it
does have defects. They are not numerous, but they revolve about rather
important considerations.

Defects

Briefly, the main charge is the lack of facillty for leadership in
the council-manager system and the undesirable consequences that may result
if Yeadership is provided by the manager instead of the mayor. There seems
little reason to doubt that the strong-mayor-council system gives more formal
recognition to the need for policy leadership than does the council-manager
plan. The mayor is elected by the voters independently of the ¢ouncil; and,
to the extent that substantive issues are introduced into the campaign, it
is the mayor's program that is the center of attention. There is no com-
parable official in the council-manager plan. All the councilmen are elected
on the same basis, and the president of the council (usually called the mayor)
is chosen at the council's first meeting after the election. The mayor in a
council-manager city seldom assumes the importance of the mayor in an
independent-executive plan., With the exception that he presides over the
council, his position is little different from that of any other councilman.
He cannot force the issue during council meetings if the other councilmen are
not willing. He has no veto power, and in most instances, no appointment
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power--or very little. Unless he attains his status as a leader through
extralegal means, such as being head of a political party, little positive
leadership can be expected of him. Furthermore, except in the very largest
cities, councilmen serve part-time, and part-time personnel are not in a very
strong position to be active leaders of municipal affairs. It takes a full-
time official, like the mayor in a strong-mayor system or the manager (not
the mayor) in a council-manager plan, to come forth with a rounded set of
policy suggestions.

Much is made these days of the interrelationships of policy and
administration; the two are definitely interdependent and inseparable. Given
the nature of modern administration, the most probable place~-some would say
the only possible place--for policy leadership to come is from the chief
executive. No other single person has his hands on so many facets of
municipal policy, day in and day out. By the very fact that he deals daily
with department heads and must of necessity take an over-all view of city
affairs, he is thrust into a central position in matters of policy. This
line of reasoning is cogent, and there is growing evidence that it is the
mayors in strong-mayor cities and the managers in council-manager communities
who take the initiative in policy questions. Again there are exceptions to
this rule, depending particularly on the status of political party leadership
in the area and the personal strength of individuals on the council and the
chief executive. Thus Cincinnati has had rather good leadership from the
mayor as well as from the manager, but that city has been blessed with capable
men in both these positions and also--and of crucial importance-- with strong
political parties in municipal elections.

There is a wide difference, however, in the leadership of a popularly
elected mayor and the leadership of a professional chief administrator. Both
receive many of their ideas from their department heads and their own past
experience, but the manager is likely to rely much more on technical considera-
tions and much less on political considerations than the mayor. Since the
mayor campaigns for office, he is likely to publicize before the people the
policy questions he considers essential. During election campaigns in a

council-manager city, the manager tries to remain aloof,

There is some evidence that some managers in smaller communities -
resort to frequent secret meetings with the council in order to work out Z///’
policy questions for the municipality. By resorting to this, the council- '
manager system is developing the defect of the commission system--a very real
lack of internal criticism of policy.

Advantages

There is much to be said for the council-manager plan. No plan
has introduced the professional into city administration as much as the
council-manager system has. Manager cities are noted for their merit systems.
Frequently their department heads, and of course the chief executive, are
highly trained individuals. This professionalism and stress on the merit
system have given manager cities a high esprit de corps; usually--and this
is outstanding--employees are proud to be working for the city under the
council-manager plan. The manager himself, as far as administrative manage-
ment details are concerned, is a more capable individual than the mayor in
a strong-mayor system.




One of the chief defects of the strong-mayor cities is completely
misging in the council-manager plan: there is no lack of cooperation between
the council and the executive. If a breach occurs, the manager can resign
and apply Ffor a similar position in some other city, or the council can fire
him. There is no veto power, no independent executive to do battle with the
council. There is no possibility of deadlock, and active government should
therefore be promoted.

- The remainder of the characteristics of the council~manager plan
are much like those of the strong-mayor-council cities. There is a strong
council with most of the legislative power; a strong central executive; almost
always a well-functioning budget system; and most other management controls,
such as central purchasing, planning, and reporting.

It is difficult for a political scientist to make a choice between
the strong-mayor-council and the council-manager plans. Both provide excellent
city government, given the right conditions. Large cities seem to prefer the
strong~mayor plan, and this is understandable, given their need for strong
policy leadership. Small cities and most medium-sized ones are probably best
off with the msnager plan. Cities in the 250,000-to-500,000-population class
are in an intermediate position, while cities of over 500,000 find that the
strong~mayor plan has definite advantages. Again we can only say that the
results obtained from a given form of government depend on many other matters
than its mere formal organizational details. Bossism and corruption can exist
under any form. The character and experience of the entire community and the
individuals within it must be taken into account.

ADMINISTRATIVE ORGANIZATION

Once the broad outline of city government organization is established
many questions of the details of administrative organization remain. These
details are important because they help to determine whether a city will have
effective government, government that can meet the services required by the
people under modern conditions. It is popular to refer to "principles" of
organization that determine good practice. Unfortunately, the science of
administration is not advanced to the point that such "“principles' are avail-
able for application to any and all situations. Widely different systems
of administrative organization seem to have success under an equally widely
varied set of conditions. There may be guideposts along the way, but the
road is not a one-way, direct route. There are many alternative routes to
the destination, none of which has complete superiority over all the rest.

Hierarchx

Generally the best administrative practice calls for every employee
to be responsible to someone &lse, and ultimately, and Iargely through inter-
mediaries, all to be responsible to the chief executive. Thus, there is~
established a chain of command extending from the chief admini;EFEEBF‘tﬁTough
his department heads on through to each employee. Theoretically, Tor best
results there should be no exceptions to this rule, if maximum benefits are
to be secured in the governmental unit concerned. Actually, there are usually
several exceptions, innumerable ones in the weak-mayor-council form. To the
extent that there are agencies or officials outside the usual hierarchy, the
city suffers from the benefits that it would otherwise reap from a hierarchical
organization.
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These benefits are reputed to be many, and undoubtedly most of them
are very real. The basic advantage of hierarchical organization is that by
means of it a certain degree of responsibility is assured. There are no
agencies having a semi-indspendent status and over which no one is watching.
If something gocs wrong in :it;r administration, the chief executive can be
held to account in the firs: i.stance, and the specific department or agency
under him in the second place. The fact of responsibility in turn has
important consequences. It is cuite possible that an employee will do better
work if he feels that someone . likely to check up on him. He will have to
Jjustify his every move ana cdecision and as a result will be less arbitrary.
Furthermore, responsibility to a central executive ultimately means less
isolation and more cooperation smong departments. A feeling that all city
departments and agencies ere, after all, serving the same ends is promoted.

A wise chief executive will ree to it that the agencies and individuals
encouraging cooperation are rewurded, while those tending to pull away from
the common effort fare less well.

Hierarchy facilitates coordination. It makes for less expensive,
more efficient government. At the same time it aids democratic goals by
making the entire administrative organization more understandable and more
easily controlled. With all these advantages, one is sometimes at a loss to
understand why more cities have not followed hierarchical lines more faith-
fully. Why have there been so many exceptions to the rule, city after city?
The answer is to be found largely in the history of each individual city.
Usually special interests are at work, be they pressure groups, employees with
vested rights, or citizens with desires to promote particular ends. Frequently
plain inertia is at work; change cannot be secured because it has always been
this way." Since administrative organization serves individual human beings
and groups and not general abstract ends, one should never expect to find
principles’ of public administration copied faithfully in every detail.

Span_of Control

Once every employee and agency is ultimately responsible to the chief
executive, a second consideration becomes highly important. To it we may
assign the term gspan of control. By this we mean that any human being is
limited in his abilities; he does not have unlimited faculties of supervision
and comprehension, and his time obviously is also limited. The psychologists
have been able to measure abilities, and they have discovered that, while there
are individual differences, there is a point of diminishing returns for any
human being. For the administrator, there is a point past which his control
over the units he is supervising is greatly reduced. For purposes of the span
of control, that "point" is vaguely defined as so many agencies or units or,
on occasion, so many individuals. Thus in a large administrative undertaking
such as the larger cities in the United States, it has been found that the
chief executive can work at maximum efficiency if he has only eight to fifteen
agencies reporting to him. If he tries to supervise any more than this number,
he not only cannot exercise much detailed control, but he becomes a bottleneck,
holding up administrative action until he can get around to processing the
papers on his desk or finding enough hours to hold conferences with his aides.

The chief advantage of observing the span of control is to expedite
the business of the unit of government. It is likely that no one person will
be assigned more than he can actually carry out. This will make for less over-
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time work, a higher esprit de corps, and more general efficiency. Despite
these facts very few large cities confine the number of departments reporting
to the mayor or manager to fiftes=n or less. The resistance to consolidation

of agencies and deravtments i1s great. Each small group wants to think of
itself as important em>ugh to require separate status as a department, reporting
only to the chief cxecurtive or, better yet, not being required to report. For
example, to combine nclice and fire protection services into one department
may dissatisfy bo-h units. Each feels it will lose in prestige and that
perhaps the council will not arpropriate as much money to a mere division as

it does to a full-fledged department. Pressure groups will be present support-
ing the claims of both agencies for departmental status. If the executive or
council insists on reducing the number of agencies reporting to the chief
executive, he or it may find that important political opposition has been
created. It is one thing to talk of the span of control and quite another
thing to organize an actual city government in accordance with it,

The preceding discussion has been in terms of the chief executive.
The same considerations apply to department and bureau heads--in fact, to any-
one who has a supervisory position. We do not mean that no person should have
more than fifteen individuals reporting to him--there is no magic in the
number 15--for the extent of a man's effective span of control depends in large
part upon the kind of task that is being done. A supervisor of clerks who are
doing routine processing can have a hundred or more employees under his direc-
tion and not be overburdened., In contrast, a head of a large department in a
large city may want to stay within the confines of fifteen units reporting to
him, especially if there is a large measure of discretion in the carrying out
of the tasks assigned to his agency.

Single~Headed Control

Given a hierarchical organization and the proper number of units
and individuals reporting to each agency head, a question arises as to what
form the agency head is to take. Is it to be a board or commission of two or
more persons, or is it to be a single-headed department? For the most part
authorities in this country favor the single-~headed department, although some
specialists such as those in public welfare, public health, and public library
work make a strong argument to the contrary. The case for the single head is
rather easily put. If responsibility is to be fixed, there should be but a
single individual that is administrative head of the city and of each department
and subagency. If a board of two or more is in charge, there can be a shifting
of responsibility for action or inaction amongst its members. Nor can the chief
executive control a board or commission as easily as he can a single head. If
unit-wide coordination is to be secured and if active and positive government
is wanted, single-headed departments should be the rule.

The demand for single-headed departments and agencies has seemed
justified on the basis of American experience, Commission-plan cities, with-
out a central chief executive and operating in most instances with what amounts
to a plural-headed executive, have shown the need for a single mayor or manager
with full powers over administration. In many cities, departments headed by
boards have had a record of remaining aloof from city administration, preferring
to further their special interests even at the expense of the interest of the
city as a whole. Park boards, library boards, and others have become citadels
for the defense of particular functions, unyeilding to uniform over-all con-
sideration of a city's needs.
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The advocates of boards or commissions can also make a case for
their cause. They ins’s% that a board can be more representative than a
sinzle individual., A boiwrd :can represent two or more parties, men and women,
differant economic or vccuracional groups, even differeant departments of the
city government. A toard il gives a larger number of the city's citizens
a chance to participate actively in the administrative process. Since partici-
pation is one element of democratic government, it is reasoned that boards
promote democracy. In cases where important policy discretion must be given
to administrators, it is argued that a board is the logical vehicle to head a
department, since it is more deliberative than a single individual. In such
cases it becomes a special small city council concerned with a particular
function. It may hold hearings and conduct investigations and in general
sample public opinion before making a decision. And it usually executes its
decisions through an appointed superintendent or secretary.

The defenders of single~headed departments reply that a distinction
needs to be drawn between advisory boards and administrative boards. The
former can satisfy the need for more citizen participation and adequate repre-
sentation of various elements in the administrative branch of government. At
the same time they do not have the evils of administrative boards such as the
possibility of shifting responsibility or of weakening the control of the chief
executive over the administrative structure and operations. As long as there
are vigorous pressure groups present in our politics, we cannot expect the
demand for administrative boards or commissions to subside easily. Undoubtedly
many boards have performed their tasks admirably, but the question as to how
they fit into the city government as a whole may go unnoticed.

Staff _and Line Agencies

A fourth step in erecting an adequate administrative organization is
the separation of line agencies from staff agencies. Two benefits are secured
by this process: greater efficiency and economy, and enlarged over-all control
of the administrative machine by the chief executive. A staff agency is a
housekeeping agency. It engages in activities that are not the end of govern—
ment but only the means-~personnel administration, budgeting, central purchasing,
accounting, care of buildings and grounds, planning. These activities are
in contrast to the ends of government, the purpose for which governments are
established--fire protection, health services, water supply, and public housing.
Agencies administering such services are called line agencies.

Before cities made a distinction between staff and line agencies,
each department performed all the needed services of both types. The police
department recruited policemen, ordered its supplies, and kept track of its
funds as well as protecting persons and property. Such a procedure was highly
wasteful, since every department might, for example, purchase expensive
equipment for which it had no full-time need, or it might not have an adequate
bookkeeping standard for its public accounts. FHFurthermore, the chief executive
had little control over most of the departments, since in large cities he did
not have time to check on what each department was doing in all particulars.
By establishing over-all controls on personnel, budgeting, purchasing, and
the like, the chief executive found that his supervision over departments was
more effective while city costs declined for the housekeeping type of activity.
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Except in weak-may~r—-council cities, there are today few critics
of the separation of staff from line agencies. The most important questions
in dispute are the extent to which central staff agencies should actually
control line departments, whether each department should have a personnel
and budget officer, and to whom such individuals should be responsible. Large
cities need to decentralize some of their personnel and budget controls, but
this should not obscure the fact that the first need is for a large measure of
centralization in one staff agency.

Grouping of Departments

There 1s no single infallible guide to the grouping of departments
and agencies and the functions they perform. Many alternative arrangements
suggest themselves, and different cities have made good records with quite
different systems. One guiding consideration, it is said, is the grouping
of departments and their activities in accordance with major purposes, each
department as far as possible performing a single major purpose. To state
this objective is much easier than to apply it, as is obviocus from only a
brief knowledge of the activities and departments of any city. Like other
aspects of administration, the grouping of activities depends on the goals
and ends one is trying to achieve and the human beings with whom one must deal.

Most of the discussion of administrative organization has been at
the interdepartmental level. Intradepartmental organization is for the most
part a small replica of the larger sphere, and the same problems of single
head, hierarchy, span of control, staff and line, and grouping of functions
and subagencies are present.
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VWhile the above chapter shows the number of cities by population
groups which have adopted the Council-manager system and shows also the
gumber of cities having other tynes of government, and while it does show
in a brief way the rapid growth, yet a few added statistics may be of use
to the freeholders.

‘ The first city to adopt the Council-manager type of government was
Sumter, South Carolina, in 1912, By 1920, 158 cities had adopted the plan;

by 1925, 297; by 1930, 388; by 1935, 451; by 1940, 500; and according to the
1ate§ttreport by the Internationel City Wanagers Associetion there were as of
darch 1, 1951, 977 cities and 16 counties in the United States and Canada which
are utilizing the plen in one form or ancther. In California, as of larch 1,
1951, there were 80 cities and 3 counties employing this form of government.
The populsticn claimed to be living under this form of government'in the United
tates as of i#larch 1, 1951, approximated 24,000,000, Thirty-six cities vhich
adOpteq the plen have abandoned it. The reasons for such abandonment are
covered in pemphlets and material issued from time to time by the National
Wunicipal League.

One pamphlet which is available at the Riverside Public Library was
published in 1949 and is entitled, "sMansger Plan sbandonment," with a sub-
title, "¥hy Thirty-Six Communities Shelved Council-ilanager Government." In
this pamphlet there are listed four main reasons and "Other reasons." The four
main reasons claimed by the Nationsel :funicipal League for Manager plan abandon-
ments are (1) defective charters; (2) economic fectors; (3) politicael conditions;
(4) old charters, new conditions. The reason cach city abandoned the plan is
given special treatment in this booklet. Some of the most important cities
abendoning were Cleveland, Ohio;/ﬂouston, Texas; Akron, Ohio; lrenton, New Jersey;
Fall River, sassachusetts; Tampa, florida; Binghsmton, New York; and Limo, Chio,
Thile the above mentioned pemphlet discusses in detail the abandonment by the most
importent cities and must be read in full to obtain understending of why abandon-
ments are made, yet some quotations from it may be of use here.

One of the cities abandoning end which should be added to the list
above vas Senta Barbara, California, rhich went into the plen in 1918 and with-
drew eight years later, in 1926, Wnile there is considerable material devoted
to why Santa Barbara withdrew, both in the above mentioned pamphlet and in other
literature, one remaerk igs quoted by a leading opponent to the plan in Senta

Barbara as follows:

"The elimination of politics from City government did not teke place.
In the effort to put business into government the machinery of the
City administration was pushed away from the people. In the last
analysis, the Council and not the llanager was the City government.
That meant that all of the politics which the HMenager systex vas
supposed to drive out vas retained in obnoxious form. Ve demon-
strated to our own satisfaction, at least, that there is ncthing

in the title of sanager that puts magic into City government.”

Running all through the literature on Council-izanager form of govern-
ment ie the fact that there are practically no two citiegwthatiadoptvexactly

the same type of setup. Most cities that have Council-nanager govgrnment§ have
mayors, but the mayor becomes simply the presiding officer or oresident of the
Council under the so-celled "pure Council-nsnager governments.”  The types of
charters and forms of adainistrative setup run &1l the vay from what may be

termed "vesk Council-manager forus" to the very strong or pure Council-menager
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forms. In the weak Council-manager forms, there will be cuite a number of City
officials elected and reporting direct to the Council, the :ilsnager having only
certain City deoartments under his control. Such systems are in effect in the
cities of Cincinnatti and Kansas City. st the other pole are & large number of
cities vhich have the strong Council-manager form in vhich the Council has only
legislative and policy ferming functions where there are no City officials elected
excepting the Council, and where all officials resort to and are controlled by the
City ianager., In between are all sorts of plans.

Some of the .iechanics &nd methods of opsration of the Council-manager
system are discussed at length in a volume eptitled, "The Technique of ifunicipel
Administration,” issued in 1947 by the International City llanagers Association.
This is s 600-page book and is typical of the approach to the subject of City
uianagement by the International City Managers Association. This sssociation, to
which almost all of the City wlanagers in the United States belong, has research
departiments, cost comperison departments, departments concerning ethics, and
employment departments. It has developed methods of comvarisons of government
procedures which should be highly useful whether the cities have a Council-manager
form of government or not. A part of Chapter 2 of the above mnentioned book en-
titled, "Helation of Administrator to Council'" contains some oertinent material
on mechanicg, It is quoted below.

"RELALTION OF AD..INISTRATOR TO COUNCIL

"One of the functions of the chief administrator is to sct as the chief repre-
sentetive of the sdministrative organization in its relations vith the council,
with other governuments, and with the public, !'External Relstionsg, 'Public
Reiations,! and 'Public Reporting' are discussed in the last three chapters
of this volume. This chapter on relations with the council is given prior
treatinent because its ourpose is not only to suggest means by » hich these
relations imay be made productive and cooperative btut also to clarify the
definition of admihistration offered in Chapoter 1 by & further exploration
of the relationship between legislation and administration.

"4l though this text has been designed and prepared orimarily for the city's
chief administretor, regardless of his title or of the form of gzovernment,
this one chapter departs somevhat from the general ajsproach because the re-
lationships discussed are those on a council-manager city. The reason for
this specific aporroach is twofold. First, this text is concerned with prob-
lens of administration and of management in city government. Under the
council-manager plan~--and only under this slan--the chief administrater is
purely an administrative officer, with no political or ceremonial resconsi-
bilities. Hence the relationship between legislation and administration can
be more clearly discerned if this discussion is built around the city wman-
ager's relations vith the council. Second, any attempt to discuss the re-
lationships between the council and the chief administrator in terms that
would apply equally vell to all forms of government would require such broad
generalizations end so many qualifications that it would be more confusing

than helpful.

"The specific apilication of this chapter to the council-manager form does not
mean that it has no application to other forms of government. To the extent
that a mayor or commissioner is chief administrator es well as a legislative
end ceremonial leader, many of the cbservations and suggestions in this
chapter can be applied to mayor-council and coumission governed cities.
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"Unigue Asjects of Council-ilanapger Relationship

"The city manager is appointed by the council znd holds office at its
pleasure. This is the distinguishing feature of the council-manager
plan, It makes the relstionship between the council and the city man-
ager more direct, flexible, and simple Théan “the vélationshis between the
council and an elected sdministrator. The direcétness, flexibility, and
simplicity of the relationship are due to the fact that the chief execu~
tive is directly under the control of the council.

"The council-manager plan is founded on the willingness of the council to
act only as a collective deliberative body. 4s a deliberative body, it
works by meeting periocdicsally to make the more general and far-reaching
decisions in municipel affeirs. As a collective body, it does not permit
its members to deal individuelly with its departments, but it appoints a
city manager as its chief adiinistrative officer, it cells on him for ad-
vice and information, and it depends on him to make the specific day-to-day
decisions that are necessary to put its program into effect.

"The fact that the council hes control over the tenure of the city manager
enables it to have a chief aduinistrative official whom it can trust com-
pletely and treat as its confidential agent. Thus, it can make free use
of his initiative and enterprise without detracting from its own authority
and responsibility in auniecipal affairs,

"The sdninistrative relationship betveen the council and the city manager

is a problem quite distinct from (1) their legal relationship end (2) their
political relationship. It is misleading to think in terms of one of these
relationships while discussing another.

"The legal relationship of the council and the city manager may be prescribed
by state statute, city charter, and ordinsnce. Legsl orovisions, in more

or less specific terms, usually grant the council, the city manager, end vari-
ous administrative officials certain rights and povers, or distribute certain
duties among them. Thus they set up & formal framework within which the
council and administracive officials sre obliged to work in order to justify
their authority s«nd to avoid the‘pgnglties provided by law. The influence

on administration and administrative relationships of legal provisions,
insofar as they may be enforced by legel processes, is largely a negative

one; they restrain action, but they have little to do vith getting things

done.

"A charter may assign certain duties tc certain officials or agencies; for
exanple, giving the chief of police the pover to enforce traffic regu}a—
tions, the city manager the pover to meke appointments, snd the coun?ll
the power to let certain contracts. Some such provisions are essgnplal
with‘respect to the relationship between the government end %ts citizens;
they give officials the right to do their job without restra}nt by the
courts, and set limitations on their actions. PBut they do little or noth-
ing to indicate the sdministrative relationshios that should be d?velopgd
within the city government as a going organization. Thus.th? po%lce chief
must not be independent of the city manager and the council in his reggla-
tion of traffic; the city manager cannot anpoint policemen without having
funds apnropriated by the council to pay their saleries, and'should not do
so without consulting with the police chief who is.to supervise them; and
the council should not let a contract for the opening and paving ?f.a n?w
street without getting the advice of the city manager on the sgec%flcatlons
to be included in the contract, the effect of the street on traffic regula-

tion, and innumerable related problems. _ 20 -



"The principles that must guide the council znd the manager in working out
their relationships are not legal powers or rights. It may be necessary
for the city manager tc consult with the council while meking decisions
that are within his legal powers, and it is usually necessary for the
council to depend to & great extent on the advice of the city manzzer in
exercising its legal powers. In discussing administrative relationships
it is only mnisleading to think in legal terminology.

"The administrative relatjonship between the council and the city manager

is also quite different fron their pjolitical relationship. The political
relationship between a legislative body and & chief executive involves

the allocation of power and responsibility. Under the council-manager plan,
this relationship is drastically simplified: the council, being elected by
the people usnd having the power to appoint and dismiss the city manager,

has exclusive power and responsibility. (As a matter of practice, the councl
can either follow or disregard the principles of the council-manager plan,
regardless of the affirumation of those principles by charter srovisions;

thus the political and legal relationships between council end manager ere
guite distinct.) The council manager plan is & plan of unification, not of
separation, of powers. By putting a city manager in office and keepning him
there, the council assumes full political responsibility for the conduct of
the municipal government, both for the policies that are followed and the
wvay in which they are administered. The council mey rely to a great extent
on the advice of the city manager in determining its policies, and it may
give him a free hand in administering those policies; if it does so, it

does not surrender its politicel pover or evade its political responsibility.
To point out this fact, however, tells little or nothing about the adminis-
trative relationship betwvieen the council and the city manager.

“"One of the principal purposes of those vho devised the council-manager plan
waes to remove as meny as possible of the pestrictions imposed on wunicipal
administration by legal technicelities snd political considerations. The
council and the city manager will always have to take law and politics into
consideretion as limitations within which they must oroceed; but they should
work out their administrative relationship eccording to tested princip}es
of orgenization, with the primary and sogitive purpose of making phe city
government a more democratic and effective instrument for.furtherlng the.
welfare snd happiness of the community. To do so, they will have to avoid
legal and political pitfalls while folloving the general procedure that
will best enable the council to determine policiese intelligently end the
city menager to put those policies into effect.

"The Divigion of Work

"Difficulties of Detailed Distinction

"It is the theory of the council-manager plan that the council determiges
the policies of the municipal government while the city manager administers
thosé policies. To understand the distinction between the role of the'coun~
cil and that of the city manager, it is important to rememnber that ?ollcy
is determined by the council and administered by the city'manage?;.ln
other words, both the council and the city manager deal W}th mun}01pal
solicy. This is not to say that the council dealg only wltp po}lcy and.
the city manager only with administration--a distinction which 1? is guite
impossible to make. No one can divide the subject matter o? municioal
govarnment into two categories, poliey and administration, in order to
assign them &s exclusive provinces to the council and city manager respec-

tively.
- 21 -



"In solving the more important problems of municijal government, the city
mznager and the council must work together on the sime subject matter,each
making nis own contribution. For example, perhaps the most important
problem facing a city government eech year is its budget. The city manager
orepares the budget; the council studies it snd revises it if it wishes,
then adopts it; the city manager then puts the budget into effect. Another
example is the guestion of regulatory ordinances. The city msnsger may
recommend such ordinances or furnish the council the irformation on which
such ordinances way be based; members of the council mey individually oro-
pose ordinances, discuss those introduced by other members, rhether or not
at the suggestion of administrative officials, and by majority vote adort
those that are satisfactory; after adoption the ordinances are enforced by
the city manager and his subordinates. &g another example, there is the
problem of garbage collection. The city manager may nlan and propose a
system of garbage collection, and he may manage the system that has been
adopted, but the council must approve any general scheme that is adopted,
and its wembers may propose, modify, reject, or adoot any system they wish.

"Because the work of the council is so intimately connected with the work
of the city manager, it is impossible to make generally applicable

rules specifying what subjects shall be left entirely to the discretion

of the city manager by the council. A rule, for example, that says that
purchases amounting to more than a certain sum must be awarded by contract
by the council, while smaller purchases wmay be made by the manager on his
own authority, may determine the formal routine by vhich purchases are
made, but it will have very little to do with the fundamental relationship
between the council and city manager. One council may follow the city
manager's recomtendations in awarding large contrects and give him a free
hand in his minor purchases, while--under exactly thc same rule-—another
council may ignore the manager in awarding contracts and insist that he
consult with the council before making even petty jurchases.

"It is even more difficult to devise a rule suitable to cities of &ll sizes.
In & very small city, the extension of a sewer or the purchase of a fire
truck mey involve important questions of :unicipal policy that deserve care-
ful attention by the council. In a very large city, such work ig merely
routine business to be handled by the clty manager or hig adainistrative
subordinates.

"Differences in Function

"There is, however, a clear and fundamental difference between the fupction
of the council and the function of the city manager. To determine policy,
the council must consider and make decisions on the main problems of the
municipality, regardless of whether solutions are proposed by its own mem-
bers, by administrative officials, or by private citizens. " In doing so,
it may take into consideration any facts that it considers pertinent, and
give the city manager, by collective action, orders setting forth the
general objectives that it wishes to attain. It is not the function of
its members to sttempt to administer personally the policies that it de-
termines, or to influence the administrative officials charged with the
execution of those policies.,

"To administer policy, the city manager serves the council by oroviding it

with advide znd tnformation on the conduct of munlcioal affalrs, and by
putting into effect its ‘decisions through the use of municipal funds and
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personnel. 4s the servant of the council, he should not attemnt to guide
or control the selection of council members by the voters, or to bring po-
litical influence in zny form to bear on the decisions of the council."

The system to be adonied by any city, will depend upon local conditions
and the beliefs and ideas of those who prepare the charter. There is a very wide
choice in the typre of City-manager governments which may be adopted. lost of the
literature on the subject is produced either directly by or through the ectivi-
ties of the Netional iunicipal League or the International City ilenagers Associ-
otion. These agencies are extremely articulate snd both are strongly in favor
of the Council-manager form of government. Opposition to the plan is difficult
to find and it is not very specific when it is found. Some opnosition may be
found in & pamphlet entitled, "Albuquerque end the City Manager Plan, 1917-1948,"
pubiished by the Division of Research, Department of Government, University of
New ilexico, in April 1951. Copy of this pamphlet can be seen at the Hiverside

Public Library.

It is believed that the above excerpts froa the literature, statistics,
and quotations may be of some assistance to the Board of Freeholders. The Com~
nittee comes to no conclusions for no recommendations were asked from it at this

tize.

HOw.ARD BOYLAN
9/2L/51
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The sunicipal Year Book, available in the Riverside Public Library,
gives a long list of publications bearing on the Council-manager form of eity
government. Many of these publications are not in the Riverside Library but
could be obtained. iir. Albert Leke, head of the Library, has compiled a list
of materisl bearing on the City Manager or Council-mansger type of government
which 18 available in the Riverside Public Library. This list is shown below.

City Mansger
Bibliography 8/20/51
352,008 International City ilanagers issociation
16lr Recent Council-manager developments & directory cf managers. 1950
352.008 Tear Book. 1932
16
352.008 Kneier, Chas.
K 681 Il1lustrated material in municipal govermment & administration. 1939
352.008 sunro, W, B.
M968g The government of American cities. 1913
352.008 Stone, Edwin O.
88251 It works in a small city; Holton, Xansas, 1949
352,008  Stone, Otto E.
S 8251 Ciiy wenager government in U.S. after 25 years. 1940
352,008 Ridley, Clarence E.
R545 ¢ City manager profession. 1934
352.008 Yhite, Leonard D.
Vi585¢ City Manager. 1928
353 thite, Leonard D.
5851 Introduction to study of public management. 1939
352 Institute for Treaining i#unicipal danagement
159t Technicue of municipal management... 1947
352 ilunicipal Year Boock--authorative resume of activities...statistical
M545¢ data of American cities. 1934
253.9 Aridderson & Weidner
£5528 State & local government. 1951
352 City manager, new profession. 1950
T724c
374 .24 wiabie, Edward C.
flle Selected articles on city manager plan of government. 1918

PadPHLETS: Albuguerque and City lianagement Plan. 1917-1948
Mansgement Development Case Studies. 1950

Manager Plen sbandonments. 1940
ilanager Plan--New Hampshire Tovms. 1947
Story of Council-menager FPlan, 1948

MAGLZINES: American City
Public ilanagement



Readers’ Open Form:

Why Freeholders Favor Electing Counalmm at Large

Editor Press and Enterprise: Inr
reference to the recent tentative
decision of the Board of Freehold-
ers to provide in the new charter
that councilmen be elected at
large rather than by wards, I would
like to set out some of the reasons
which brought them to that con-
clusion.

This decision was a particularly
difficult one to make and I realize
that the reasons may not be fully
convincing to everyone, and that
there are -honest differences of
opinion.

Many of the freeholders had
fixed ideas on the subject when
they were elected, but after sev-
eral months' study. contact with
other cities, some of which elect
their councilmen at large, and
some by wards, and consultation
with experts on municipal gov-
ernment, the majerity of the
toard has come to the conclusion
that the eiection of councilmen
at large rather than by wards is
Lest for the City of Riverside.

In the f{first place, it was f{felt
that the present system is not
working too satisfactorily, and the
peovle are somewhat dissatisfied
with the results. Election of coun-
cilmen at large should eliminate
log rolling, trading for reciprocal
favors and petty disputes hetween

- sections of the city.

Careful consideration was also
given to the fact that under the
council-manager plan of govern-
ment the funections of a council-
man are legislative and policy-mak-
ing, and not administrative, and
that the people will not be coming
to “their councilman” for decisions
concerning purely lecal matters.
The experience of other cities has
shown that under the council-man-
ager forma of government much
better results are obtained when
councilmen are elected at large.

It is also felt that a better class
of men will be elected if they are
not restricted by residertial re-
quirements, and that more good
men will be available ag candi-
dates, Councilmen, when clected
will be more inclined to have tho
interest of the city as a whole at
heart, and not the interest only of
one section.

Each secticn of the city and
each mincerity group will have
seven councilmen representing
them rather than orly one who
might be a voice on the council,
but without power, except for

trading favors with oiher coun-
ciimen.

A stud- of ward boundanes was
made, and the conclusion reached
that 1f the ward system were re-

tained the vnroblem of resligning
ward houndaries was almost in-
superable. One of the present
wards has 1874 voters,-and one has
4161. 1f the boundaries were re-
aliencd to make the votine popu-
latien appreximatelv equsl. then
2ll geoeraphic entity is lost. 1f
so-called minority groups or geo-
graphic entities were to each have
a counciiman, the council weould
he so large as to be utterly imprac-
tical. There seems to be no way
to insure reoresentation of each
groun or neighborheod, and the
problem of gronvs with divergent
interests will still exist within each
ward.

It has been argued that geo-
gravhic representation is working
well in federal @nd state legisla-
tive bodies, but the situation is en-
tirely different. and of course there
are ahuses in those bodies of trad-
ing, log rolling, pork harrel legis-
lation, etc.. that we can hove to
avoid in the smaller unit of gov-
ernment such as a city.

Many other cities comparable to
Rivergide have found that election
at large works satisfactorily, and
that so-called minarity sroups and
areas.are seemingly well satisfied.
Examules ef this are found in Mer-
ced, Palo Alto. Petaluma. Sunny-
vale, Santa Monica. Santa Cruz,
Torrance and Vallejo. Riverside is
not geceravhically different from
manv of the forescing ciijes.

We elect our Schoo! Board at
large, and ne complaints have
been madz that the board dees
not freat all areas fairly.

It has been said that the cam-

‘paign costs will he higher, hut the

board feels that a good man will
not necessarily have a large cam-
paign expense. Of course. cam-
paign costs of ‘'on2 not well known
or porular will he higch under
either system, hut election st large
will comnel candidates to gn to all
sectinns of the eity for their votes,
whirh we feel is as it cshould be.
It has been said that election

at large is conducive to machine
politics. byt we feel that this can
take place only in large cities
where there are large eroups of
iliiterate voters, and of course
the councif-manager form of city
government tends to eliminate

machine. politics.

The argument has been ralsed
that there is only one newspaper
in Riverside which seeks to con-

trol votes and mold public apinion.
In addition to the daily papers
there are weekly newspapers, all
of which are decidedly outspoken
in their policies.

So {ar no evidence hzs come to
the Board of Freeholders that any
newsnaper has sought to control
nolicies either an the board of free-
holders or in the city government.
Our citizens are intelligent, alert
and not controlled in any sense of
the word.

We do not know of any city
comparable to Riverside in size
that has more than one prominent
newspaper except possibly Sacra-
mento. Many cities larger than
Riverside are served by cnly one
newspaper, notably Oakland, San
Jose, San Diego, Fresno and Glen-
dale,

Many of our citizens feel that
all groups should have a chance
to express themselves, and the
board feels that this desirable end
can best be accomplished by elec-
'f'on of councilmen at large. Sin-
gle-shotting, or voting for only one
candidate when there are seven to
be elected, is a means by which
any group of sufficient size can
elect at least one councilman. This
nraetice is made possible by the
election of councilmen at large,
and can well work to the advan-
tage of so-called minority groups.

Some of the proponsants of the
ward system feel that by retaining
wards elected officials can be kent
closer to the voters and the voters
can elect men whom they know
personally from their own neigh-
borhood. It is assumed that any
neighborheod which has a man
worthy of the job ecan get him
elected. If he is not worthy he
should not sit on the council.

if candidates must seek vofes
from the entire city the voters

will be wezll acquainted with
seven councilmen rather than
only one.

The foregoing reasons are those
which largely influenced the board
in making its decision. We are
rleased to have constructive criti-
cism, and advice in the work which
we are doing.

The public is invited to listen in
on our meetings and public hear-
ings will be held from time to
time. The final decision will not
be made on these matters for some
ime vet, and the advice of any of
our citizens is appreciated.

EUGENE BEST.
President of the Board
of Frecholders.
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Readers’ Open Form:

Why Freeholders Favor Electing Councilmen at Large

Editor Press and Enternrise: In
reference to the recent tentative
decision of the Board of Freehold
ers to provide in the new charter
that councilmen be elected at
large rather than by wards, I would
like to set out some of the reasons
which brought them to that con-
clusion.

This decision was a particularly
difficult one to make and I realize
‘that the reasons may not be fully
convincing to everyone. and that
there are honest differences of
opinion.

Many of the freeholders had
fixed ideas on the subject when
they were elected, but after sev-
eral months’ study, contact with
other cities, some of which elect
their councilmen at large, and
some by wards, and consuitation
with experts on municipal gov-
ernment, the majority of the
board has come to the conciusion
that the election of councilmen
at large rather than by wards is
best for the City of Riverside.

In the first place, it was felt
that the present system is not
working too satisfacterily, and the
people are somewhat dissatisfied
with the results. Election of coun-
cilmen at large should eliminate
log rolling, trading for reciprocal
favors and petty disputes between
sections of the city.

Careful consideration was also
given to the fact that under the
council-manager plan of govern-
ment the functions of a council-
man are legislative and poiicy-mak-
ing, and not administrative, and
that the people will net be coming
to “their councilman” for decisions
concerning purely local matters.
The experience of other cities has
shown that under the council-man-
ager forra of government much
better results are obtained¢ when
councilmen are elected at large.

It is also felt that a better class
of men will be elected if they are
not restricted by residertial re-
quirements, and that more gead
men will be available as candi-
dates. Councilmen. when elected,
will be more inclincd to have the
interest of the city as a whole at
heart, and not the ianterest. only of
one section.

Each sectien of the city and
each minority group will have
seven councilmen representing
them rather than only one who
might be a voice on the council,
but without power, except for
trading favors with other coun-
cilmen.

A study of ward boundaries was
made, and the conclusion reached
that if the ward system were re-
tained the vroblem of resligning
ward houndaries was almost in-
superable. QOne of the npresent
wards has 1874 voters, and one has
4181. If the boundaries were re-
aligned to make the votine ponu-
Iation avpproximately equal. then
all geographic entity is Jost. Tf
so-called mirority groups or geo-
graphic entities were to each have
a councilman, the council would
be so large as to be utterly imprac-
tical. There seems to be no way
to instire representation of each
groun or neighborhecod, and the
nroblem of grouns with divergent
interests will still exist within each
ward.

It has bheen argued that geo-
gravhic representation is working
well in federal and state legisla-
tive bodies, but the situation is en-
tirely different. and of course there
are abuses in those bodies of trad-
ing, log rolling, pork harrei logis”
lation, ete., that we can Lone to
avoid in the smaller unit of gov-
ernment such as a city.

Many other cities comvarable to
Riverside have found that election
at large works satisfactorily, and
that so-called minoritv groups and
areas are seemingly well satisfied.
Ixamnles of this are found in Mer-
ced, Palo Alto. Petaluma. Sunny-
vale, Santa Monica, Santa Cruz,
Torrance and Valleio. Riverside is
not geographically different from
manv of the foreroing ciiies.

We eleet cur School Board at
large, and no complaints have
been made that the board dces
not freat ail areas fairiy.

It has been said that the cam-
paign costs will be higher. kut the
board feels that a gcod man will
not necessarily have a large cam-
paign expense. Of course. cam-
paign costs of one not well known
or popular will be higch under
either system, but election at large
will compel eandidates to oo to all
sections of the city for their votes,
which we feel is as it should be.

't has been said that election
at !arge is conducive to machine
nolitics, bul wao feel that this can
take place eonly in large cities
wheare there are larse arouns of
illiterate volers, and of course
the council-manader form of city
government tepds to eliminate
machine politics.

The argument has been raised
that there is only oane newspaper
in Riverside which seeks to con-

trol vetes and mold public epinion.
In addition to the daily papers
there are weekly newspapers, all
of which are decidedly outspoken
in their policies.

Se far no evidence has come to
the Board of Freeholders that any
newsnaper has sought to control
nolicies either on the board of free-
helders or in the cily government.
Gur citizens are intelligent, alert
and not controlled in any sense of
the word.

We do not know of any city
comparable to Riverside in size
that has more than one prominent
newspaper cexcept possibly Sacra-
mento. Many cities larger than
Riverside are served by only one
newspaper. notably Oakland, San
Jose, San Diego, Fresno and Glen-
dale.

Many of our citizens feel that
all groups chould have a chance
to express themselves, and the
board feels that this desirable end
can best be accomplished by elec-
tion of councilmen at large. Sin-
sle-shotting, or voting for only one
candidate when there are seven to
be elected, is a means by which
any group of sufficient size can
elect at least one councilman. This
practice is made possible by the
election of councilmen at large,
and can well werk to the advan-
tage of so-called minority groups.

Sorne of the proponentis of the
ward system feel that by retaining
wards elected officials can be kept
closer to the voters and the voters
can elect men whom they know
nersonally from their ewn neigh-
borhood. It is assumed that any
neighborhood which has a man
worthy of the job can get him
elected. If he is not worthy he
should not sit on the council.

If candidates must seek votes
from the entire city the voters
wiil be well acquainted with
seven councilmen rather than
enly one.

The foregoing reasons are those
which largely influenced the hoard
in making its decision. We are
pleased to have constructive criti-
cism, and advice in the work which
we are doing.

The public is invited to listen in
on our meetings and public hear-
ings will be held from time to
time. The final decision will not
be made on these matters for some
time yet, and the advice of any of
our citizens is appreciated.

EUGENE BEST.
President of the Board
of Freeholders.




RIYERS.

362 Main Street
Riverside, OCalifornia

September 15, 1950

TO ALL CHARTER REVISION COMMITTEE MEMBERS:

Following are the reports of the Sub-Commistess. Please study
these so that when the full Committee is called, we may take
final ection.

The meeting will probably be held next week.

fﬂm LS et )
U BEST, Chairman
Charter Revigion Committes

ZLECTIONS SUB-COMMITTEE
Joseph S. Long Chairman

J. Harold Backstrand
Fleanor B. Little

It was the opinion of the Cormitte that revision of the Charter on the subject of
Xlections might be desirable, but not imperative. The Committee is of the opinion
that if the Charter is revised, the subject of Blections should be most carefully
considered, it that the revision of the Charter on the subject of Elections should
depend on the desirability or necessity of revising the Charter as & whole.

In considering the second matter asegigned for study, the Committee recommends that
if the Chartor is revised, the following changes be made:

1, That Section 234 desling with The Recall as amended in 1934 be eliminated and
that Recall Elections be conducted in conformity with the election laws of the State.

2. That Section 190 be changed to eliminate therefrom the provisions relating to
the election of Board of Bducation Members in municipal slections and that the
Board of ¥ducation conduct its own elections for Board Members as it now conducts
its own clections on bond igsues. %The territory embraced within the boundaries of
the Riverside City School Distriet includes much territory outside the limits of
the City of Riverside. The boundary lines of this outside area do not conform to
the boundary lines of the various (ounty voting precincts as esteblished by the
Board of Supervisors of Hiverside County, snd considerable confusion reosults in the
establishment by the (ity Council of special voting precincts therein fer the
cloction of Mombers of the Board of Education.

3. That Section 195 be changed to provide that the compensation for election
officers shall be fixed by the City Counecil.

k. That the Chartor be revised to provide that municipal olections be held in the
spring of the odd—-numbered years, the primary election to be held the first

Tuesday in April and the gencral election to bp held the first Tuesday in June. The
officers olected in the general cloction would take office the first of July at the
beginning of the fisecal year.

The Committeo focls that there are many difficulties involved, and little economy
accomplishod, by endeavoring to revise the Charter to meke it practical to consoli-
date municipal, primary and gencral elections with State and County elections. Your
Comrittoe also feels that if such consolidation wore practical, the major issues of
the State and County eclections would be of primo importance, and insufficient
attention would be paid to the issues of the municipal elections. It also feels
that the City of Riverside has grown in size to & point wheore its elections are of
sufficiont importance to deserve the undivided attention of the electorate. '

If municipal eleotions wore held in the spring of thoe odd-numbered yecars, such
elections would be important in thomsclves and would take placo at a time of the
yoar when most votors are at home. Should this change in municipal elections de
effocted, it is the further rocommendation of the Committee that the Charter be
carcfully and completeoly revisod to definitely establish the procoduro to be
followed in conduoting municipel oloctions.
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Williem A. Wood, Cheirmen
Mrs, Mary McFarland Hall
James Worts

It was tho concensus that tho prosent Charter nceded revision. It is belioved that
this roport acourately reflects the droad genoral outlinos of opinions prescnted.
The following, then, arc tho hrged outlines of a fow of the many defocts pointed out
end discussed:

1. Therc appoars to be a conflict botwoen the provisions of tho City Chartor and
State statutos governing damage suits versus the City.

2. Thore is confusion in the provisions govorning nomination 6f City officers.

3. Thore is variance and lack of dofinition of "qualified eloctor® (Art. III,
Chapt. 1, Soe. 7) concerning qualifications of Gouncil membors and "qualified and
rogisterod ecleetors® in Art. XXI, Scec. 232, dealing with the Initistive — further—
more, Mvoters" appears to be more favorcd in modern usage than "clectors".

I, The tax datos epocifiod in tho Chartor arp "upside down", when viewed in the
light of tho ontire structuro of tax dates.

5. So far as Article VIII (Dept. of Public Utilities) is concerncd, Sec. 95 sooms
to conflict with See. 137: Sec. 145 creatos confusion ro tho division of duty to
make inventories betwoen the Board of Public Utilities and tho City Auditor; there
is & possible conflict betwaen Sec. 95 where tho "city auditor...shall exercise s
goporal superintendence® and Scc. 145 whero "the city euditor...shall have ontirg
charge of"' apparently similar or overlapping responsibilities; tho condemmation pro—
visions of Sce. 139 seom to conflict with like provisions of the Oode of Civil
Procedureo; the provisions of See. 153 re sale of public utilitios conflicts with
state statutes on liko sudbjcet; under the provieions of Section 147, it is not
clear whothor utility rocoipts can bo uscd (a) to satisfy tort liadility, or

(b) to pey for public liebility insurance and what effoct Soc. 151 has upon the
problom; and tho one to five year provisions of Sec, 140 seom tow short in light of
past experienco.

6. Mayor Ivans challonged tho philosphy ombodiod in tho Charter which makos the
Council paramount and reduces the rosponsibilities of tho Mayor to thoso of a mere
chairman.

7. So far as school board and school cloetions arc concerned, the second paragraph
of Soc. 190 and Sco. 191 makos consolidation of school glections with goneral
olections imposaiblo (somo thought this a good thing); and atteontion was called to
the fact that ovon though outlying districts arc many times largor than tho
districts within tho eity, thoro is no provision for outlying districts to bo
roprosonted on tho school board.

8. The two—-wook intorval boiweon tho stata and county gonoral olection and the
municipal general glection is not sufficicnt to onable maximum uso to be made of
tho County Clerk!s rocords.

9. Thero was disagrocmont as to whothor or not the provision of Sec. 88 as to
Nox-officio assessor® was obsoloto — tho concconsus scomod to bo that the deeigna~
tion should be retained.

10. Sce. 11 directly and Soc. 193 indiroctly provide that ordinancos shall bo pube
lished "at least onco®, yet goneral clection law roquires two publications —
should the two be harmonized to dring goneral eloction law and eity ¢lecetion pro-
codurc into lino?

11. $5.00 por diom (Sce. 195) no longor is adoquato to obtain top grado eloetion
officors.

12. Sec. 82, which is oponly violated, should ocithor de enforcod or takon out of
the Charter.

13. It is no longer widoly followod practicc to havo the Chiof of Police colloet
liconse foos.

Persons prosent appercntly ontortained tho doliof that the abovo list was partial
only, and that many moro glering conflicts and/or omiesions and dofects could be
eaumcrated.

Tho quostion was also raisod as to which Chartor provisions should ideally de
gencral and which should idoally bo spocific, Gonoral (hairman Bugene Bost callod
attontion to the fact that tho spocific powers sct forth in section 16 worc in-
tonded to constitutc grant of powor, but that in truth and fact, through changos in
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the Stato Qonstitutien and etatutcs, ote., the cnumorations of Soe. 16 now have
detoriorated into a limitation upon eur municipal powers. Tho suggostion was ad-
vancod that Chaptor 2, Soc. 16 should be roviscd so thmt tho gonoral provisions of
the statc atatutos can bo mado availablo te the Rivorsido situation.

Thoro is likelihood that Article XI ro the Judicial department will conflict with
now stato logislation concorning inferior courts and that it would bo wise to
climinate thie Bpecific in favor of tho new statowide goneral provisions. It scemed
to bo thc conconsus also that the spocific provisions of Article XIV ro cloctions
should bo abolished in ordor that full advantage might bo takon of tho genoral
clection laws. Articlo XVI ro "Claims and Demands® should rocoive sorious study
and prebably should be rovisocd and mado as uniform with liko state and county pro-
vieions as possidlo. Articlc XIX, "Stroets and Scwors®, is a specific provision
thet cenflicts with gonoral stato provision in definition and othor dotails. It
might be bost to adopt as ruch of tho statowide gonoral provisions as possidblc and
oliminatc much of tho specific dotail sot forth in Article XIX.
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POLICE AND FIRE COMMISSION SUB-QOMMITTEE
Roy Haglund, Chairman

John Rood
F. Clydec Werron

The feeling is that there is not sufficient reason to call an election of a Board of
Freeholders to revise the Charter in respect to this Commission alone. However,
there appear to be some technical matters which could be improved upon, should a
duly elected body give consideration to desirable changes in the Charter as a whole.

. The feeling ie expressed that the Chiefs of the two departments should be responei-
ble primarily to the Commission, rather than as they are at preseni, responsible
both to the Council and to the Commissien. The Council should be responsible for
general policles and over-all supervision and the Commission should be allowed a
broader latitude of control within these policies.

Provision for auxiliary policemen and the giving of police powers to night weatchmen,
should be provided for with contingencies covered wherein disability occurs while
on duty.

The merits of these and other technical changes could well be the subject of an in-
tensive investigation by a sub~committee and a Board of Frecholders, if one is
elected.
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TY 1A SUB-~
Glenn W. Gurtner, Chairman
James Wortsz, Secretery
J. Barl Collins
J. M. Ivory

The sub-committee has gone into the matter as thoroughly as the limited time per-
mitted. The sub-committee approached the matter without any pre~conceived peint of
view and was surprised to find almost complete unanimity of lay and professional
opinion in favor of the Council-Manager form of government. The Construction and
Civic Development Department of the United States Chamber of Commerce has issued two
reports on tho basis of questionnaires addressed to the local Chambors of Ohmmerce
where the Manager plan is in operation. These reports are overwhelmingly fevorable
to such plan. Sixty-nine Californlia cities have adopted the Council-Manager form.
Only ten have a pEEEIEtion greator than Riverside. ,

The sub~committoo recommends revision of the City Charter: (a) To adopt a ity
Manager-Council municipal structure, and (b) To provide for the election of council-
men at large.

Recony : 10 ont. The Committee
found that at the present time thare wore four types of government structure in use
in American citios. They are: 1) Council-Manager form; 2) Strong Mayor—Council
form; 3) Commission form; &) Woak Mayor-Council form.

Tho woek Mayor form presently in usc in Rivorside has beon in recont yoars discarded
by city aftor city. It was most in vogue during tho 19th contury when a theory wase
curront that dcmocracy was best servod by directly electing as many officials as
possible.

The central idea of the council~Manager plan is a far reaching attempt to resolve
the conflict betweon democracy and efficiency. Democracy is proserved in the
popular election of a small council on a short ballot. Efficiency is achieved by
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tho cmployment of a monager profossionally tralned for the technical job of admin-
istration.

The chicf characteristics of tho Council-Manager plan are: 1) A small council
usually elocted at largo. 2) Tho Council hiros & professionally trained City
Manager who is subjJect to dismissal by the Council at amy time; 13) All logislative
and policy making powers, including the decision as to how much monoy shall be spent,
are centerecd in the Council: L) Rosponsibility for administration is given to a
Manager who has power to appoint end dismiss department heads end other administra-
tive employces subjoet to Civil Service provisions. The Manager also drafts the
budget for prescntation to the Council.

Although the Council may firc the Manager at will, it may not interfore with his
appointments or dismissals; neither may tho Council go over his head to give orders
dircct to employces.

The Council-Manager plan surpasses tho three othor forms of municipal govornment be-
causc it romedios their inherent dofoets.

- a) The plan provides better cxccutives. Appointmont on the basis of cxporience and

ability pays off; 1) The plan tonds to climinato the spoils system. To protoct

\ his own record end to advance in his profession the Oity Manager must hiro on merit;

\V// ¢) The plan is understood by the votor. Other forms of govornment compel the voter
to choose cxocutives as well as policy makeors, Under the Manager plan the voters
elcct only the Councilmen; gl The plan contralizes responsibility in the
Council, The voter knows whom to blame for bad government and knows what to do
about it at the polls; e) The plan gives a coordinatod administration headed by
an cxperienced man not dependent on politics. The old forms usually divide adminis-
trative responsibility among untrained executives whoso political intercsts tompt
them to act like prima donas rather than as a team. On the othor hand most publie
schools systems (which were designed to keep the schools clear of polities), and
most business and other enterprises have the same sot up as thc Managor plan. The
voters, stockholdors, or membors chodse a Board to dotermine policies, and to hire
a compotent cxecutive to do tho work. If tho oxceutive makcs good he keops his job
and gets a raisc. If he fails, ho is out. '

The Committoo found that the adeption of the City-Manager plan brought about con-
spicuous changes in municipal govornment. Restatod bricfly, those changes are:

1) The adoption of the City Manager plan was advocatcd by groups cither within or
without the govorning bvody which wantod to get the eity govornmont to devotc itself
morc cffectively to accomplishing its purposo.,

2) 3y comparison with precceding forms of government the City Manager form brought

& diminution of partisan or factional influcnce over govornmont.

3) City Managors generally improved the organization loft them by precoding forms
of govornment. They brought to their Jobs a scicntific, or at lecast a busincss—
like, attitude and brought about far more co—-ordination in thoir govornments than
had oxisted beofore. '

L) City Managers furthorcd long range planning, and brought about conspicuous
improvoments in porsoanel administration, as well as provided moro adoquate finan-
cial information so that the Council could more intclligontly dotormine flscal policy
5) The ostablishmont of the City Manager plan incroascd tho prostige of the Council,
and brought about a groater degrec of scparation botween politics and administration,
vhile incroasing tho control of the olceted governing body over all aspects of
municipal affairs.

On thc whole the principal accomplishmont of the City Manager plan was not to roduce
total cxponditures of thec city government or to reducc the total tax levy. It was,
on the othor hand, to rcducc unit costs, and to incroasc officiency.

From tho point of vicw of a moasuromont of the City Managor plan in terms of tra-
ditional statistical mcthods, the forcgoing may bo disappointing, but there is no
statistical mecthod for ovaluating tho status of a COity beforo and aftor a change
in form of government.

‘Beasons for Recommendation of the Election of Councilmen at large. The sub~committeo
/ noted that as ineident to the successful operation of the City Manager type of
A governnent Charters have boen reviscd to requirc election of councilmon at large.

Eloction of council members by wards somotimes tends to prevent roal mejority rule,
A majority in ocach of tho majority of wards is not neocossarily a majority of the
City clectorate. Petty issues of the various factions of the City come to predom-
inate over thoso that concorn thc whole eity and loaders who have city wide viows
and followings are swallowod up in the numbor of represcntativos who are ward-minded,
rather than oity-minded.

,l/Of all U. S. Cities over 5,000 in population more than 56% clcet all councilmen at
Vi
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at large, while about 16% use the combination systen, The trend is overwhelmingly
toward elections at large.

Tor the foregoing reasons the sub-committee recommends that the 0ity Charter be re-
vised to provide for a City Manager form of government.

——-—--—.—-—--—_—_--——_..——-

ELECTION OF GOUNCILMEN'SUB—OOMMITﬂEE
Mrs. E. M. Bonnett, Chalrman

Donald Stevning
C. ¥W. Mitchell

jved, is that council members
The general opinion, as expressed by the letters rece .

shouid represznt th;ir districts, and also be elected by them. Howev:;adszzeral
constructive opinions were also received suggesting compromises on me

elections and number of members.

This committee feels that this question is so clogely tied into other re;iaiz? prob-
lems, such as type of government and number of council districtshénd numee;etailed
council men, that specific recommendations could not be made without mor

study in cooperation with other allied sub—committees.

As a further step, this committee recommends that this subject deserves study by a
Board of Fresholders.

BOARD OF PUBLIC UTILITIES SUB-COMMITTHE

7, BE. Gore, Chalrman
Mrs. E. ¥, Bonnett
Roy Haglund

jdered as possible sub-
ntly there ere a number of points which might be cons

ﬁggzzefoiycharter Revision. The principal one of these has to do with ﬁhelplﬁctﬁg
of salaries and wages of the Light and Water Departments under full control o
Board of Public Utilitles.

It is true that under the present sysiem there has not been the desired :oope;z;iOn
betweon tho Board and Council in the matter of salary and wags adiustm:n :écommend

over, our Committee feele thai it is not in a position, at t?is 3 E:aerothe e
& change, as much as we dislike the difficulty that has develope Jader ;itirely
Charter provisions. We feel that i% would be quite difficult to de et an

new position in the matter without more conclusive data on the subject.

1f the Chartor is to be rewritten, a fow minor technical changes, to which the
prosent officiale agree, can Yo made. .
J. Earold Backstrand, Chairman
J. Barl Collins
John Reed

- ew em mm G em em Am e =

The present City Charter states, "The boundaries of the said wards may at eny time
hereafter be changed by ordinance passed by the Mayor and Council; provided that
such change shall not bo mede more than once in every two yoars and shall be madeat
least ninety days before any goneral municipal eloction'.

After a gonoral discussion it was agreed that the charter docs need revision as re~
gards ward boundaries. 1t was suggested that the changos be somewhat ag_follows:

1. That it shall be mandatory, aftor eovery 1lO-year Federal Census, for the council
\//to study population changes within each ward; 2. That if the population in anyward
ie 20% greater than any other ward, the ward boundaries must be realigned so thatall
wards are within 20% of each other so far as total population within each ward;
3. That such realignmont st be made within one year following the final reported
coensue figures. 4. That such realignment must be completed one hundred twenty days
prior to any general municipal election; 5. That no member of the council whose res~
idence ‘following a boundary change may be included within a difforent ward from that
which ho was electod shall lose his office by reason of such change.

Tho ccmmittoo's reasons for these recommendations are: 1. City growth is bound to
bring about population changes within wards; 2. No omo or two councilmen should be
somi-rosponsible for too largec a proportion of the city'!s population; 3. Although the
charter now provides that the council may realign the boundaries at least cvory two
years actually no changes have been made in nearly twenty yecars. This is the reason
to mako it mandatory, if percontage-wise any ward or werds become more heavily popu-
lated; 4. By using tho Pedoral Consus an unbiased report is beling uwsed for making
any required changes; 5. Therc wes somc discussion in regard to tho percontago .
figurc to bo used. Yhother 20% is too larze or too small was open to quostion. Never—
theless tho committec was in agrocmont that a percontage figure should be published,
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MINUTES

SUMMARY OF THE ELECTION OF OTHER €ITY OFFICIALS (OMMITTEE
MEETINGS HELD.

Meotings of our committee were held on January 30 at 4:00 o'clock
P. Mo, with all members present with the exception of Robert He
Westbrook who was out of the Sta te on businessy and February 6,

at 4:00 o'clock P M, at which all members of our committee were
present,

The meetings were held at the office of Mr, Heward Boylan, in the
California Electric Power Company Bullding at which time letters which
we had received from various communities throughout the State were
read and discussed thoroughly,

The statistical information which had been developed by Mr. Howard
Boylan, who had been requested to secure this information for this
committee by the Chalrman, was also discussed,

Gopies of all the letters and the statistioanl information are hereby
submi tted to the Board of Freehelders with these minutes.

Harry MoCarreoll,
Chairman
City Officials Committee.

HMs£d

Enclosufes

BANK OF AMERICA NATIONAL TRUST AND SAVINGS ASSOCIATION



Record of 110 cities having Menager-Council forms ef
Jovernment in ths United Statee as to Elected Officisls

#)t

RECAP
Approx,

88 Eleot. None 20
(One Only) )
2 suditor only )
1 Attorney only )

1 Tressurer only ) 6
2 Police Chief only)

(Two Only)
2 Auditor & Attorney )
6 Assessor & Trensurer)
2 Treasurer & Clerk )
1 sttomey & Treasurer) 12
2 Auditor & Treasurer )

(Taree Only)
1 issessor, Attorney & Treasurcr 1
(Four)
—d Auditor, iAttormey, Treasurer & Clerk 1
110 100%

14 Treasurers ~ 8 Auditors - 7 issessors - 6 httorneys -
3 Clerks - 2 Police Chiefs

H. Boylan
2/6/52
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Roanoke, Virginoia x 4
Saginaw, Hich.
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Abilene, Texas
Alaxeda, Calif. x x
ﬂm“ﬁr‘x}‘,‘.g M, X

Alexandria, Virginia x x x

Alhsabra, Colif. x x z x
duburn, N, Y, ‘

Bekersfield, Calif.
Banger, Raine

Bay City, Mioh.
Belott, ¥igeonsin
Burbsnk, Calif. x x
Clarksbarg, ¥. V=.
Clifton, N. J.

Coloredo Borings, Colo.
Dubu . ue, Iowma

K. Clevaland, Ohie
Elzirs, N, I,
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FINAL REPORT OF THE CITIZENS ADVISORY COMMITTEE ON MUNICIPAL AFFAIRS

CITY OF ALAMEDA 1951

FINANCE OFFICE:

as oUrganization, particulerly in govermnment must be regarded as a teol. To the
extent that a superior teol cen incresse the produstion of a skilled worker, so aleo can
superior, more cleosely knit eorganizetion increese the production of en administrator,
In the City of Alameda the organization of financlal administration is divided between two
elective of ficials and the City Manager. Such a system makes the Mansger's job very diffile
cult for it forces him inte the unwarranted position of being responsible for city admini-
stration without having contrel of one of his most vital toolse The publlcts jJob is also
made more difficult hecause responsibllity 1s sc dispersed under the presemnt arrangement
that it 1s almost impossible to clearly indicate the individual responsible for any action
in municipal financial administration.
It is obvioue that a respcnsible officer cammot acoept explicltly and depend upen, the work
of another over whom he has no oontrele A manager cannot be held responsible, for example,
for financial planning and management, 1f all the compenents of that work are not per=
formed by persomns responsible te¢ him,
Letters have been received from many other cities in California which have municipal finance
organized into a single office and the following advantages for such en arrengement are
clteds

ls Improved public service. Residents as well as officieals get the correct answer
to any questicn on fiscal matters (texes, licenses, assessments, penalties, de=
linquencies, refunds, etc.) in a single office,

2. Prompt implementatlion of ordebs and poliocy from council through the manager.
Much of a manager's time (usually the most expensive a city buys) is wasted in
"coordineting® worke Tight orgenizatien is an automatic coordinator.

3. Precise, ocontinulng responsibility- In the case of error or emmission, manage-
ment does not have to accept the answer, « "I do not know; that is not my job".

4, Intermnal audit, The valuable accounting device of internal audit is simple to
install and maintein in centralized orgenirzetien and conversely difficult in dee
oontralized situstions,

be Therefore, the Citizema' Advisosy Committee recommends that the Charter be
amended to abelish the elective offices of Auditer and Assessor, and Treasurer and Tex
Collector and to establish e Finsnce Office headed by a Finance Dfficer who would be
appeinted by and responsible to the City Manager and who would supervige the mumicipal
finencial fumotions of acocounting, assessing, purchasing, treasury management, property
contrel, aid in budget preparation and analysis; and that immediate steps should be taken
preparing the olty administration for the establishment eof & Flnance Office.

PUBLIC UTILITIESS

The public utilities in the form of the Bureau of Electriolty of the City ef
Alameda is well administered and the Beard of Public Utilities and the Staff of the Bureau
of Electrioity are te be commended upon the service they have given the citizems of
Alemeds. However, 1t is bellieved that efficienoy and economy can be increased if
certain of the fumctions, which the Bureau of Eleoctricity is now carrying on, are transe
“orred te ocentral agencles that would have general supervision over these functiens,

BANK OF AMERICA NATIONAL TRUST AND SAVINGS ASSOCIATION
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Page 2, Final Report of the Citizens Advisory Committee on Munlicipal Affairse

PUBLIC UTILITIES BOARD

a, The study of the public utilities of the City of Alameda reveals that
the Bureau of Elmotricity is the secomd largest revemuwe producer which the citj possesses.
It also has the character of a successfully operating business and is not of the same
nature as other services operated by the Clty. It is believed that the placing of the
mana gement of thls business in conjunction with other city services under central adminie
stration might lead to deficiencies in the services and revenues which are of such a benefit
to the public of Alameda, Those capital reserves which are now guaranteed by the Charter
to the public utilities, might under the presgsure of apparent need be teken from this
institution for use elsewhere; thus operating to the disadvantage of the Utllity and the
people of Alameda. Because of the high level of service traditienally maintained by the
administration of the Public Utilities Board we belleve that it should continue in its
present administrative capacity,.

be It is recommended that no change be made in the powers of the Publio Utlilitles
Board with the exceptions stated elsewhere in this Report.

REORGANIZATION

as The staff of the Bureau of Elestrioity has informed the Committee that the
Utllity presemtly is being administered by a staff alreedy organized in general accordance
with the PesAesSe recommendations. The Committee belleves that the organizetion presently
mainteined is satisfactory end commendes the Board of Publie Utility's actiomn in centralizing
the functions of the Secretary and General Manager in one office. The Committee does
belileve that there is an ambiguity in having a non-existent Public Utilities Departmemnt
with only one bureau.

be It is recommended that no changes be mede in the organization of the Bureau
of Electricity with the exceptims stated elsewhere in this Report.

PERSONNEL SERVICES:

ae The Committee has concluded from the date studled that there is a continuing
difficulty in edministration resulting from the duplicate personnel adminigtration pere
formed by the Bureau of Electricity and the Civil Service Boards This duplication hes
tended to creete indecisions in general city policy and the dual administration has been a
potential source of bad employee morale. It 1s believed that a government must have
centralized centrol over pereommel transactions if it is to give efficient service to a har=
moniously working staff,

be Therefere, the Citizens' Advisory Committee recommends that the Charter be
amedded to place the perscmnel administration of the Board of Public Utilities under the
supervigion of the proposed Personnel Office,

ADVERTISING POWER SALES PROMOTICN:

ae Avallable information revedls that approximately $13,000 a year is spent on elec~
trical power sales promotlon. The Committee does not feel that such an expense is unresson-
able or out of line with practices in similar utilities.

be It is recommdnded that no change be made.

_ JTCMOBIVE EQUIPMENT.,

6e The meintenance and control of automotive equipment by duplicate faollitles in the
Bureat 01: Electricity snd other olty departments is felt to be uneconomical, end tends toward

BANK OF AMERICA NATIONAL TRUST AND SAVINGS ASSOCIATION
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inefficlency in organizational administrations The duties now being performed for the
maintenance of utllity automotive equipment can be done by a centralized agency with
greater ease and economy.

be Therefore, the Citizens' Adviséry Committee recommends that the maintenance
of Utility automotive equipment, presently controlled by the Public Utilities Board, be
transferred to the Maintemance Division of the Preposed Public Works Department, for
the maintenance of all city equipment,

BANK OF AMERICA NATIONAL TRUST AND SAVINGS ASSOCIATION









RIVERSIDE BOARD OF FREEHOLDERS MEETING
CITY COUNCIL CHAMBERS
THURSDAY, JUNE 19, 1952, 7:30 P.M.

MEMBERS PRESWNT: Fugene Best, Donald H. Bohr, William
Bonnett, Philip Boyd, Howard Boylan,
Leonard Difani, Thelma Goodspeed,
Joseph S. Long, Glenn Gurtner, Harry
McCarroll, Farl Porter, James M. wWortz.

MEMBWRS ABRSENT : Dr. Charles Johnson, Robert H.
Westbrook, T. C. Flaherty.

OTHERS PRESENT: Consultant Harry C. Williams, Colonel
Halverson.

MINUTES APPROVED: The minutes of the mneetings of June

Lth and June 12th were approved as
written. It was moved by Mr. Poyd, seconded and carried that
the minutes of June 17th be approved, subject to later
correction, if necessary.

REMARKE BY COLONEL

HALVERSON: President Best acknowledged Colonel
Halverson's presence and invited him

to further present his views, stating that the Eoard had

almost finished 1ts work and it was not contemplated that any

lerger changes could be made at this time.

Colonel Halverson stated he would like to see the charter go
through, but wanted to point out vulnerable spots while there
was still time to correct them. He questioned whether
administrative and policy making matters were clearly

seprersated and delegated. He thought the charter should y

provide only for broad general grants of authority and that /
other matters, such as means of protecting public funds, ete, /
should be in the administrative code. He complained that the /

nroposed charter imvosed serious limitations on the city manager \ /
particularly with reference to the almost complete autonomy /
of the Roard of Public Utilities. He criticized the provision
allowing nurchases of equipment by the Utilities Commission
without goine through centrel purchasing. He expressed

concern over the provisions of Section 1110 governing contracts

on public works, feeling that such contracts should be up to

the City Manager. He cited many examples of local negligence

in complying with contract specifications, which had been

seemingly overlooked by city inspectors and the job approved

and then remedied later at clty expense. He stated he suspected
prospective blidders have attempted to transfer the asuthority

for making contracts from the City Manager to the Council

feeling that such a board would be more amenable tc pressure.






they would like to have the board a charter board, were
favorably influenced by the Freeholders presentation of
the admission of the charter, and the majority of their
members were 1In favor of it.

ADOPTION OF CHARTER: After some discussion, it was

moved by Mrs. Goodspeed, seconded
by Mr. Long and Mr. Boyd that the Board of Freeholders
approve the tentative charter as now written, adopt it and
recommend 1t to the City Council,

Roll call showed the following:

Best Aye
Boyd Aye
Bohr Aye
Boylan Aye
Bonnett Aye
Difsani No
Flaherty Absent
Goodspeed Aye
Gurtner Aye
Johnson Absent
Long Aye
McCarroll Aye
Porter Aye
Westbrook Absent
Wortz Aye

Mr. Difani wished to explain his "no" vote, stating that he
thought the charter and the work done by the Board was a
satisfactory job and he would be glad to support it except
for the provisions of the section governing elections of
councilmen at large, but in view of his own feelings and
because he feels 1t is not practical for Riverside, he can
not recommend it.

APPROVAI OF CERTIFICATE

TO CHARTER: Mr. Williams suggested that a motion
be made approving the certificate
attached to the charter draft calling attention to the fact
that if this certificate is adopted, the Board of Freeholders
is requesting the Council to mail out copies of the tentative
draft to the electors. It was moved by Mrs. Goodspeed,
seconded by Mr. Long that the Bosrd of Freeholders approve
the certificate as 1t appears on the proposed draft and that
the s=sme be siegned by a majority of the Board of Freeholders.
The motion was unanimously carried. Mr. Best stated that Mr.
Flsherty had indicated he would be willing to sign the
certificate.




MOTION TO DEPOSIT

RECORDS WITH CITY CLERK: It was moved by Mrs. Goodspeed,
seconded by Mr. McCarroll and

carried that the Secretary be instructed to deposit all

records of the Board of Freeholders with the City Clerk

for safekeeping.

MOTION TO PAY BILLS: It was moved by Mr. Bohr, seconded

by Mr. McCarroll and unanimously
carried thet the bill of Virginia Stephens for stenographic
services in the sum of $92.19 and the bill of Rubidoux
Printing Company for printing drafts of the charter be
approved and ordered paid.

ACKNOWLEDGMENTS ¢ It was moved by Mr. Gurtner,

seconded by the entire Board and
unanimously carried that the Board acknowledge the helpful
cooperation of Al Perrin and Mrs. Betty Flelder, the press
representatives to the Board of Freeholders meetings. The
Secretary was instructed to prepare a formal resolution to
this effect. It was moved by Mr. Bohr, seconded by Mr.
Boyland and carried that the Board of Freeholders express
1ts appreciation to Fugene Best for his services as president
and to James M. Wortz for his services as secretary to the
RPoard of Freeholders.

It was moved by Mr., Boyd, seconded by Mr. Boylan and carried
that the following resolution be adopted:

" WHYREAS, HARRY C. WILLTAMS has devoted many hours
of conscientious effort in assisting the Riverside
Roard of Freeholders in the preparation of their
charter provposal, and;

WHEREAS, he has proven to be not only an able drafts-
man, but a courteous end patient associate in long
and tedious deliterations,

NOW, THEREFORRE, RE IT RESOLVED that the Riverside
Board of Freeholders hereby expresses 1ts sincere
appreciation to Harry C. williams for his capable
services and extends to him its best wishes for the
successful development of his professional career
as an authority in the field of municipal govern-
ment, and;

B® IT FURTE®R RESOLVED that the Riverside Board of
Freeholders does wholeheartedly recommend Harry C.
Williams as an expert and consultant in the prepara-
tion of municipal charters, and;

BF, IT FURTHYR RTWSOLVED thet the president and
secretary of this Board be authorized to sign and
present a copy of this resolution to Mr. Harry C.

Williams. "



President Best stated that the report of the Board of Free-
holders would be presented to the City Council on Tuesday,
June 24th, 1952, at 11:00 o'clock A.M., and the meeting was
ad journed to that date.

The meeting adjourned at 9:35 P.M,

JAMES M. WORTZ
Secretary













































RIVERSIDE BOARD OF FREEHOLDERS MEETING
CITY COUNCIL CHAMBERS
THURSPAY, MAY 22, 1952, 7:30 P.M.

MEMBERS PRESENT : EUGENE BEST, DONAILD W, Bohr, Howard
Boylan, William Bonnett, Thelmsa
Goodspeed, Joseph S. Long, Dr. Charles
Johnson, 1"Itztrry McCarroll, Earl Porter,
Robert Westbrook, James. M. Wortze.

~

MEMBERS ABSENT s Philip Bovd, Leonard Difani, T. C.
Flaherty, Glenn Gurtner.

CTHERS PRESENT: Consultant Willaims, Mayor Evans,
Mr., O, B, Ormiston.

PROCEDURE AND PUBLIC

RELATIONS The Public Relations Commlttee
composed of Mrs. Goodspeed,

Mr, Bohr and Mr. Boyd reported that it had met at a special session

on the afternoon of May 22nd. The Committee outlined the following

recommended procedures:

l. The Executive Committee to call on the City Counecil
on Tuesday to extend to the Council an invitation to come before
the Board of Free holders on Thursday, May 29th.

20 The elected officials to be Invited to attend at the
same time,

3. Mr, Boyd, Chairman of the Public Relations Committee,
will appoint members of the Board of Freeholders to attend
meetings of the various boards and commissions and extend to
them an invitation to be present.

4, June 5thetentative meeting with the Citizens
Committee.

5. June 1l2th-public hearing.

6. June 19th-closed meeting of Fresholders to
consider final draft.

7. June 24th-present report to the City Council,
It was moved by Mr. Wortz, seconded

by Mr. Long and carried that the report of the Public Relatlons
Cormmittee be accepted.



TENTATIVE DRAFT PROOF-READ AND
TYPOGRAPHICAL AND PUNCTUATION CHANGES

CORRECTED : President Best and lirs.
Goodspeed reported that

they had proofread the printed draft of the tentative charter.

Mr. Long reported that he also had read proof on this draft.

The typographical and punctuation changes discovered by the proof-

readers were called to the attention of the Board and proper no-

tations made in the individmal copies.

SECTION 402 AMENDED : Mr., Best polinted out that there
were certain ambiguities between

Sections 103 and 402 as concerns the compensation of the XMayor.

The matter was generally discussed with some suggestions from

Consultant Williams. It was then moved by Mr. Long, seconded

by Mr. Porter, that the last phrase of Section 402, commencing

with the wor#& "which" be stricken.

SECTION 103 AMENDED : In order to further clarify the
ambiguity pointed out by Mr. Best,
i1t was moved by Mr. Westbrook, seconded by Mr. Long and carried
that Section 103 be amended so that the section would read:
"The present employees and the present occupants of offices
provided for in this charter shall continue to perform the dutles
of their respective employments and offices . . .". The balance
of the section remaining unchanged.

SECTION 500 AMENDED @ Mr. Porter raieed the question that
the prohibition contained in

Section 500 against a counclilman being appointed City Manager

within one year after serving as councllman did not, 1n its

terms, apply to the Mayor. It was moved by Mr. Forter, seconded

by Mr. Boylan and carried that the last sentence of Section 500

be amended to make the prohiblition therein applying to members

of the City Council apply equally to the Mayor.

SECTION 501 AMENDED : Mr. Williams pointed out that there
was an ambligulity between Sections

501 and Section 607, He suggested that Section 501 be changed

by adding the words "or officers" in two places after the words

"department heads" in the last sentence of Section 501 (a).

LITTIE HATCH ACT DISCUSSED: Section 51 of the present City

Charter, which contains a Little
Hatch Act was discussed. It was determined that this section
should not be carried over into the new charter, since practical
experience has shown that the prohibition against employees
participating in political campaigns is universally violated.
Mr, Williams pointed out that suitable restrictions could be
included in the Civil Service enabling ordinance.




MOTION TO AMEND SECTION
417 LOST:

It was moved by Mr, Boxlan that

the words "or airports" be sdded

at the end of Section 417 in order to cover the possible acquisition
and Improvement of the presently privately owned Arlington Alrport.
The motlion was not seconded. It was moved by Mr. Porter, seconded
by Mr. Bohr, that Section 417 be not changed.

It was moved by Mr. Westbrook
that the motion be mmended to except alrports. Dr. Johnson called
for a point of order, stating that Mr. Westbrook's motion com-
pletely emasculated the previous motion. President Best ruled
Mr. Westbrook out of order.

A roll call vote on the original
motion to leave Section 417 unchanged showed the following:

Best No Goodspeed No
Bohr Aye Gurtner Absent
Bonnett No Long Aye
Boyd Absent Johnson No
Boylan No McCarroll No
Difani Absent Porter Aye
Flaherty Absent Westbrook No
Wortz Aye

7 Nos, 4 Ayes, 4 absent.

motion lost.

SECTION 417 AMENDED:

call showed the following:

President Best declared the

It was moved by Mr. Boylan,
seconded by Mr. Westbrook, that
Section 417 be amended by inserting the words "airports or tol
in the last sentence so that the full clause will read: "This
section shall not apply to alrports or to any franchise." Roll

Best Aye Gurtner Absent
Bohr Aye - Long No
Bonnett Aye Johnson Aye
Boyd Absent McCarroll No
Boylan Aye Porter No
Difani Absent Westbrook Aye
Flaherty Absent Wortz Aye
Goodspeed Aye

8 Ayes, 3 Nos, 4 absent.

motion carried.

DISCUSSION AS TO PRINTING

OF TENTATIVE DRAFT:

President Best declared the

The Board discussed at some length
the printing of the tentatlve draft,
the number of copies to be printed at this time and the format.



Several different polnts of view and l1deas were considered
and discussed.,

It was moved by Mr. Vortz,
seconded by Mr. Porter and carried thet the matter of the
printing, binding, format and dlstribution be left in the
hands of Mr., Long.

SECTION 601 AMENDED : Mp, Williams pointed out that a

technical amendment should be made
to Sectlon 601 by adding at the end of the next to last sentence,
the words "subject to the provisions of the Charter."

SECTION 1116 AMENDED: After some discussion, Section

1116 deallng with independent
audit be amended to strike out the word "qualified"™ in the
first sentence, and insert the word "certified" so that the
phrase reads "certified public accountant,"

There being no further business
to come before the meeting, the meeting adjourned.

JAMES M. WORTZ
Secretary
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RIVERSIDE BOARD OF FREEHOLDERS MLETING
CITY COUNCIL CHAMBERS

MEMBERS PRES:NT? Bugene Best, Donald W. Bohr, Howard
Boylan, William Bonnett, Mrs. Thelma
Goodsceed, Joseph S. Long, Dre
Charles Johuson, Herry McCarroll,
karl Porter, Robert H. Westbrook,
Jemes M, Wortz.

MEMBERS ABS:NTS £hilip Boyd, Leonard Difani,
T«Cs Flaherty, lenn Gurtner.

OTHERS FPRESENTS Consultent Wwilliams, Mayor Evans,
Mr. O.bB. Ormiston.,.

PROCEDURE WD rUBLIC

RELATIONS: The Public Relations Committee,
composed of iirs, Goodspeed,

Mr. Bohr and Mr. Boyd reported that it had met at a special

session on the afternoon of May 22Znd. The Committee ocutlined the

following recommended om cedures:

l. Tne Executive Committce to call on the City Council
on Tuesday to extend to the Council an invitation to come before
the Board of Freeholders on Thursday, May 29th.

2. The elected officisals to be invited to et tend at the
game time,

3. Mr., Boyid, Cuairman of the Public Relations Couilttees,
wlll appoint members ol the Board of PFrecholders to attend meetings
of the various boards and commissions and extend to them an
invitation to be present.

L« June 5th =~tentative meeting with the Citizens Committee.
5. June 12th =-public nearing.

6., June 1l9th -closed meeting ol Freeholders to consider
finael drsft.

7. June 2Lth -present renort to the City Council.
it was moved by Mr. Wortz,

seconded by Mr. Long and carried that the report of the rublic
Relations Committse be accepted,



TENTATIVE DRAFPT PROOF-READ AND

TYPOGRAFHICAL AND PUNCTUATION CHANGES .

CORRECTED? President Best and Mrs,
Goodspeed reported that

they had proofread the printed draft of the tentative charter,

Mr. Long reported that he also had read proof on this draft.

The typographical and punctuation changes discovered by the proof-

readers were called to the attentlon of the Board and proper no-

tations made in the individual coples,

SECTION 402 AMENDED: Mr. Best pointed out that there

were certain ambiguities between
Sect:ons 103 and 402 as concerns the compensation of the Mayor.
The matter was generally discussed with some suggestions from
Consultant Willliams, It was then moved by Mr. Long, seconded
by Mr. Porter, that the last phrase of Section 402, commenecing
with the word "which™ be stricken.

SECTICN 103 AMENDED: In order to further clarify the
ambigulity pointed out by Mr. Best,
it was moved by Mr. Westbrook, seconded by Mr. Long and carried
that Bection 103 be amended so that the section would read:
"The present employees and the present occupants of offices
provided for in this charter shall continue to perform the duties
of their respective employments and ofif'ices . « . ". The balance
of the section remaining unchanged.

SECTION 500 AMENRED: Mr. Porter raised the question that
the prohibltion contained in

Section 500 against a councilman belng appointed City Manager

within one year after serving as councilman did not, in 1ts

terms, apply to the Mayor. It was moved by Mr. Porter, seconded

by Mr. Boylan and carried that the last sentence of Section 500

be amnended to make the prohibition therein applying to members

of the City Council apply equally to the Mayore

SECTION 501 AMENDED$ Mr. Williams pointed out that there
was an ambigulty between Sectlons

501 and Section 607. He sugpested that Section 501 be changed

by adding the words "or ofiicers®™ in two places after the words

"department heads"™ in the last sentence of Sectlon 501 (a).

LITILE HATCH ACT DISCUSSED: Section 51 of the present City

Charter, which contains a Little
Hatch Act was discussed. It was determined that this section
should not be carrised over into the new charter, since practical
experience has shown that the prohibition against employees
participating in political campaigns is universally violated.
Mr, Williams pointed out that suitable restrictions could be
included in the Civil Service enabling ordinance.
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MOTION TO AMEND SECTION
417 LOST:

It was moved by Mr, Boglan that

the words "or airports" be added

at the end of Seetion 17 in order to cover the possible ascquisition
and improvement of the presently privately owned Arlington Airport.
The motion was not seconded. It was moved by Mr. Porter, seconded
by Mr. Bohr, that Section };17 be not changsd.

It was moved by Mr. Westbrook
that the motion be amended to except airports., Dr. Johnson called
for a point of order, stating that Mr. Westbrook's motion com=-
pletely emasculated the previous motion. President Best ruled
Mr. Westbrook out of order,

A roll call vote on the original
motion to leave Section L1l7 unchanged showed the following:

Best No Goodspeed No
Bohr Aye Gurtner Absent
Bonnett No Long Aye
Boyd Absent Johnson No
Boylan No McCarroll No
Difani Absent Porter Aye
Fleaherty Absent Weatbrook No
Wortz Aye

7 Nos, L Ayes, L absent,

motion lost.

SECTION 417 AMENDED:

call showed the followings

President Best declared the

It was moved by Mr. Boylan,
seccnded by Mr. Westbrook, that
Section 417 be amended by inserting the words "airports or to"
in the last sentence so that the full clause will read: "This
section shall not apply to airports or to any franchiss." Roll

Best Aye Gurtner Absent
Bohr Aye Long No
Bonnett Aye Johnson Aye
Boyd Absent MeCarroll No
Boylan Aye Porter No
Difani Absent Westbrook Aye
Flaherty Absent Wortz Aye
Goodspeed Aye

8 Ayes, 3 Nos, li absent. President Best declared the

motion carried,

DISCUSSION AS TO PRINTING
OF TENTATIVE DRAFT: The gpoard discussed at some length
the printing of the tentative drafs,

the number of copies to be printed at this time and the format.




Several different points of view and ldeas were consi dered
end discussed.,

It was moved by Mr. Wortz,
seconded by Mr. Porter and carried that the matter of the
printing, binding, format and distribution be left in the
hands of Mr. Long.

SECTION 601 AMENDED: Mr. Wililams pointed out that a

tebhnical amendment should be made
to Section 601 by adding at the end of the next to last sentence,
the words "subject to the provisions of the Charter."

SECTION 1116 AMEWDED: After some dlscussion, Seection
1116 dealing with independent
audit be amended to strike out the word "qualified" in the
first sentence, and insert the word "certifisd" so that the
phrase reads "certified public accountant."

There being no further business
to come before the meetling, the meeting adjourned.

JAMES M. WORTZ
Secretary



MEETING OF THf BOARD OF FRu HOLDERS
OP “HE CITY OF RIVS.SIDE

CITY COUNCLL CHAMBLIRS

YHURSDAY, MAY 8, 1952, 7:30 P.l.

e AERS Pl SENT ¢ Donald Bohr, Willliam 3Bonnett,
Philip Boyd, Howard Boylen, Mrs.
Thelma Goodspeed, Glenn Gurtner,
Joseph 5. Long, Harry licCarroll,
w#arl Porter, Robert H, .estbrook,
James M, Wortz,

Nmilnm RS ARSI § Eugene Best, Leonard vifani, T.Ce
¥laherty, 7re. Charles Johnson.

OUHERS PRESANT @ Mayor =vans, Norman Giddings, Mr.
— Iorenzan, Consultant williams,

Vice=Pr:sident Joseph Long presided
in the absence of Prssident BDest.

RTICLE YIV TLNTATIVELY
Ay ROVE. AS CHANGED $ Article X1V dealing with the
granting of frnachises was read
section by section. Mr. zarl Porter reported for the committee
studying frunchises that there were two methods of handling
franchises availa:ls to the Tresholders; one, a reguirement that
all franchises require vote of the pecple; and the other a provi=-
sion that certain franchises could be granted by the Council after
notlice and public hearinge.

After rending Articls XIV sec=
tion by section, the entire article was approved wlth the addition
of the words "or at any adjournment thereof" after the word "hear-
ing" in the first line of the cecond paragraph of Section 1401,

ARTICLE XV 1EWTATIVELY

APPHOVED $ Article .V, Sections 1500 to
1502, incluslve, was read Sec=-

tion ny sectlon and tentatively approveds

SECTLON 1304 ubALLNG WITH THE

USE OF PUSLIC UTLLITIES !

CAFEN UP 20X FURTHED DISCUSSLUNS  Consultant Williams questioned the
sufficiency of Section 1304 (c) so

far as 1t set no limlts on the amount to be pald in or for princi=-

ral in any one year., Mr. ortz comiented that any amount over

the minimum would require Council approval., IMr. Long thought that

Section 1304 (e) could be revised to incorporate the ides that




the contingency reserve fund should be avalilable for replacement

or emergency repalrs in excess of $5,000,00 byCouncil approval,

but for such replacements or repairs costing less than $5,000,00
the Board of Public Utilities should be given discretion to act
without Council approval. Mrs. Goodspeed suggested that in any
revision, Sections (d) and (e) should be reversed in order. Mr.
Boylan pointed out that Section (e) provides a cash fund for emer-
gencies only and that normal repairs would be pald under sub-section
(a2). He stated that at the present time there 1s more than 10%
reserve in the contingent fund so that there would not be any
additions to such fund for a year or two. Mr. Westbrook commented
that the City was not able to use the depreciation reserve properly
at the present time because of limitations in the existing Charter,

SECTION 1304 TENTAT IVELY

APPROVED s It was moved by Mr., Westbrook,
seconded by Mr. McCarroll, that

Section 1304 as revised by Mr. Boylan's committee under date of

May 8, 1952 be approved in toto with the addition of the following

language in paragraph (e) at the end of the second sentence:

"Ags to any amount in excess of $5,000.00 for any one project,

and the Board of Public Utilitles as to any amount up to and ine

cluding $5,000,00" Mr. Wiliiams was requested to insert this

language in the revised draft, changing it as necessary to contain

the content of the above quotation, but to fit with the language

of the Charter,

PUBLIC MEETING: At 8:30 P M. the Board opened the

meeting to the public and called
for comments and suggestions from any members present. Mr.
Lorenzen who has appeared before the Board previously, renewed
his plea that the Charter contain a clause requiring the City
Council to keep in effect an ordi nance allowing subdividers to
recover in full costs advanced by them for the extension of
utilities, Vice~President Iong pointed out to Mr. Lorenzen that
this is a matter which should be handled by ordinance according
to the circumstancesapparent to the City Councll at the time, but
should not be frozen into the Charter. Mayor Evans stated that
he was in sympathy with Mr., Lorenzen's ideas, but also believed
the matter should properly be handled by ordinace.

SECTION 1305 TENTATIVELY
APPROVED: Section 1305 was read and tentatively
approved.

ARTICLE XIII TENTATIVELY

APPIO VED IN TOTO: The Board considered all of Article
XIII, Sections 1300 to 1305, in-

clusive, and tentatively approved the entire article as revised,

BOARD ACTION ON SECTION

417 REVERSED: Mr. Bohr asked that the Board re-
consider Section 417 which had been

disapproved at the meeting of May lst. The matter was again

discussed in detail., Several members of the Board expressed




in detail. Several members of the Board expressed themselves as

not convinced that it should be disapproved completely, but others
thought that with minor revisions it could be made satisfactory.

It was polinted out that the section as it now stands could operate

as a serious limitation to the City in purchasing or furnishing

water, It was moved by Mr. Bohr, seconded by Mr, Bonnett and carried,
that the previous disapproval of Section 417 be rescinded and that
Section 17 be approved with the addition of the words "or acquisition
of the service or commodity" after the word "furnishing" in the

last line,

Vice~President Long announced that
with the completion of the previocus motion, the Board had now
section by section tentatively apporoved the complete Charter.

FUTURE PROGRAM
DISCUSSED: The Board then took up & general
discussion of the procedure to be
followed from now one. Mr. Boyd suggested that work should be
commenced ona report to the City Council. Mr., Boyd referred to a
letter recelived from Mr. Richard Steves, and was informed that
Assistant City Attorney Dougherty had advised that the general
powers of the City were sufficient to answer Mr. Steve'!s comments,

Mr., Boyd outlined the following
problems which he thought should be investigated before final action:

lc 1Is the Charter sufficiently
flexible to eliminate theproblems of Board members dealing with
City contracts. This type of problem is now plaguing the City
of Los 4Anszeles.

2. The City Boards, public
officials and elective officers should be given drafts of the
Charter as soon as posslble and invited to go over it.

Mr. long said that he and Mr. Best
had the same 1dea, namely, that the Board should sit down and go
over the complete “harter . Mr. Boylen stated that Mr. Burnell
Phillips wanted to talk to the Board about Section 1110.

Mr. Boyd expressed his and the Boardts
thanks to Mr. Boylan for the hours of research and study made by
him in connection with the public utilitles report.

There being no further business, the
meet ing adjourned,

JAMES M. WORTZ
Secretary









































































































































































































To review the material which might be used by Board members
in the public contact and appearances, the following outline is
suggested. It is by no means complete nor adequate, and only
suggested as a possible guide:

INTRODUCTION - BACKGROUND HISTORY

A petition was circulated by the Junior Chamber of Commerce,
with support from the Senior Chamber of Commerce, the Labor Council
and other civic minded organizations in the spring of 1951.

The selection of 15 of 34 candidates at a special election
in July, 1951.

The organization meeting held August 23, 1951, selected Mr.
Eugene Best as President of the Board, a man of experience in city
government, former city attorney previously involved in Charter
amendment. Joe Long, Vice president, former Mayor of Riversids,
title company executive, a man of extensive civic experience.

James Wortz, secretary, leading attorney and an active member of
the Chamber of Commerce committee which reported on Chartser revision.

Other members cover a broad field of experience, and include
an auditor, banker, merchant, doctor, orange grower, real estate
broker, printer, lnsurance broker, manufacturer, woman reporter,
all good citizens working well together,

THE TASK

By charter revision to provide the best modern charter for
a progressive growing community. The revision of an o0ld charter
which was first adopted in 1907, revised in 1929 and amended in
1934 and 1949, until it now constitutes approximately 85 pages of
0ld and much obsolete material.

PROFESSIONAL ADVICE

To obtain the best results it seemed wise to consider the
employment of professional advisors. Interviews were held with
Louis Burke, counsel for the League of California Cities and
recognized as an outstanding expert in Municipal Law, and with
Dr. E.W. Cottrell, former head of the Department of Political
Science at Stanford University, and now a Director of the Haynes
Foundation, devoted to the improvement of government. Dr. Cottrell
1s a natlonal authority on City Charters, having been involved in
drafting the Model Charter recommended by the National Municipal
League. Also a conference was held with Harry C. Williams, a law
partner of Louls Burke, often associated with him in the consultation
with California Boards of Freeholders.

After careful conslderation it was agreed to secure the
advisory services of Dr. Cottrell who was available without fee, and
to employ Harry C. Williams' legal services to prepare the Charter



Drafts. Funds for this employment and other necessary expenses
were obtained by a substantiel appropriation unanimously supported
by the present Clty Counclle

TENTATIVE DECISIUNS

During the period when the charter is being drafted and
controversial matters discussed it waes determined that all declsions
would be tentative subject to alteration and final aspproval before
the complete draft 1s recommended.

FORM OF GOVERNMENT

One necessary baslic early tentative declsion was the selection
of the form of government which effects the wording inrmost sections
of the proposed charter. Municlpalitles In the Unlted States have
selected three types, which include the weak mayor-Council plan
(now used in Riverside), the strong Mayor-Ccuncil plan, and the
Councll-Manager plan. ©Some modifications of these plans are in use,
Including Commisslons wlth strong independent authority.

INVESTIGATION AND RESEARCH

Many city charters were available for study. Freeholder
Howard Boylan prepared for our information a very complete analysis
of the three forms of government, with explanations of the arguments
advanced for and against each type. Conferences were held with
Mr, McMillen, City Manager of Pasadena, Mr, Campbel 1, City Manager
of Sen Diego. On November 27th in the City Councll chambers we
held a public hearifig winich was attended by more than 100 interested
cltlzens representing many organlizations. A wide support of the
Councll-Manager plan was apparent,

DISCUSSIONS

Many hours were spent dlscussing the varlous forms of govern-
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election of a council, -- efficiency is achieved by the employment

of a manager professionally trained for the technical job of
administration. Briefly, the main feztures of the Council-Msnager
government are: "A council determines all municipal policies which
are not set forth in the charter itself, adopts ordinances, votes
appropriations, and is required to appoint a chief executive officer
called a City Manager. The Council 1s the governing body of the city,
and the City Manager 1s its agent in carrying out the policies which
it determines."

On Decembsr 1llth the Board determined by unanimous vote of
those present that it would select the Council-Manager form of
government for its preliminary charter draft.

DRAFTING CHARTER

Mr, Harry C. Williams presented on January 17th the first
pages of a proposed charter. These first paragraphs included non-
controversial matter common to most charters.

COMMITT=E STUDIES

Major early decision required that the Board divide into two
committees to study and report.

Dr, Charles Johnson serves as chairman of the committee to
study and present suggestions concerning the best method of the
election of a city council and its mayor, and the authority of a
mayor.

Mr., Harry McCarroll serves as chairman of a committee to
study and prepare suggestions for the best method of seledting other
city officials.

PLANS FOR THE FUTURE

Meetings will probably be held each Thursday night at 7:30 p.m.
in the City Council Chambers. Any sincerely interested citizens are
welcome. Any organization representatives or individuals desiring
to appear before the Board may make arrangements by phoning either
President Best or Secretary Wortz.

IMPORTANT ADDITIONAL MAJOR DECISIONS

Other important major decisions will include functions of
Commissions, civil service or merit system, election regulations
and dates, tax limitations, etc.

CONCLUSIONS

The Riverside Board of Fresholders is charged with the respons-
ibiiity of reporting to the City Council within a year of thelr
election -before July 8, 1952. We hope to have available for every
Riverside voter a copy of the proposed new City Charter. The



election for its &doption could be held nsext fall, and take effect
upon epproval by the State Legislature in January, 1953.

Riverside, as it enters its next period of growth, deserves
well organized city government to serve its citizens economically
and efficiently - A government that will attract capable office
holders, and proper direection for municipal operations for this
city in which we have established our businesses and our family
residences.

DISCUSSION OF PUBLIC

RELATIONS COMMITTEE

REPART: There was a general discussion of Mr,
Boydts report, and it appearsd to be

the concensus of opinion that any member of the Board of Freeholders

accepting a public speaking engagement or other public appearance,

should first clear with the Public Relations Committee, and after

the event, should report to the Committee the number present and

the public reaction to the matters discussed. No formal action was

taken.,

PUBLIC APPEARANCES

AT BOARD MEETINGS: There was a general discussion of the
previous action of the Board of Free-

holders in setting aside the first 15 minutes of each meeting as

the time to hear from any members of the public desiring to present

their views, and then closing the meeting to the public. The

feeling expressed by the majority of the Board members 1is that

members of the public may be present during the entire deliberations

of the Board,

CONTINUED DISCUSSION OF

THE REPORT OF DR. JOHNSON!'S

SUBCOMMITTEE:: The Board engaged in a general discussion
concerning the previously submitted

report of Dr. Johnson's Subcommittee on the method of eledtion

of councilmen. Mr. Flaherty stated that he was against election of

councilmen at large for two reasons: First, that the Districts

were entitled to representation in the Council; and Second, that

election at large increased the danger of control of an election

by a relatively few people, primarily by use of the device of

"singleshoffIng". Dr. Johnson read to the Board excerpts from

replies to the letters written to selected cities, inquiring as

to their reactions to the matters under study by Dr. Johnsonts

subcommittee.

Joseph Long reported that he had en-
deavored to make a study of the possibility of realigning ward
boundaries. In so doing, he had taken a map of the City of River-
side, and had attempted to equalize ward populations by a re-drawing
of boundaries. He had found that there is no way of realigning
boundaries to equalize population or to equalize registered voting
strength in the various wards without destroying the community of
interest which exists in the present wards. Any realignment would
result in strong minority groups in each ward, which hadnothing in



common with the other portions of the ward. He concluded that any
ward system would require that we rely upon geographical boundaries,
irrespective of the number of voters per ward.

Dr. Johnson reported on a summary of
the advantages and disadvantages of election of councilmen at large.

Each member of the Board then separately
expressed his conclusions, and the reasons compelling him to the
decisi on reached. All members of the Board who were present, with
the exception of Mr. Flaherty, were in favor of the election of
councilmen at large,

MOTION TO RECOMMEND

ELECTION Or SEVEN

COUNCILMEN AT LARGE: It was moved by Dr. Johnson, seconded
by Mr. Boylan and carried, that the

Board of Freeholders incorporate in the tentative Charter a pro=-

visi on calling for the election of seven councilmen at large.

DISCUSSION ON METHOD

OF SELECTING MAYCR: There was a general discussion on the
method of selecting or electing the

Mayor. The general feeling expressed by members present was that

this problem should be held in abeyance until the report of Mr,

McCarroll's subcommittee., No action was taken.

APPRCVAL OF MINUTES: The minutes of the previous meeting

were approved after the date of the
reported meeting had been corrected from January 18th to January
17th.

There being no further business to comse
before the Board, the meeting adjourned at 9:42 P.M,

JAMES M. WORTZ
Secretary.
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RIVERSIDE BOARD OF FREEHOLDERS MEETING
CITY COUNCLL CHAMBERS
TUESDAY, OCTOBER 9, 1951, 4:05 P.M.

MEMBERS PRESENT $ Eugene Best, Donald'Hl Bohr, Philip Boyd,
TeCe Flaherty, Mrs. Thelma Goodspeed, Glenn
Gurtner, Joseph S. Long, Dr. Charles Johnson,
Harry McCarroll, Earl Porter, Robert H. Westbrook,
James M. Wortz.

MEMBERS ABSENT Williem Bonnett, Howard Boylan, Leonard Difani,
OTHERS PRESENT ¢ Mr. Louls Burke.
MINUTES ¢ Mlinutes of the previous meetling were approved

as corrected,.

PUBLIC APPEARANCES: None.

COMMITTEE OF THE WHOLE: The Board of Freeholdsers resolved into a Come

mittee of the Whole for the purpose of hearing
r. Louis Burke, charter consultant,

Mr. Burke distingulshed between the functions,
dutles and responsibllitles of a draftsman and a consultant, polnting
out that a charter consultant 1s what the name implies, namely, an
expert who can furnish advice and information as to the experiences of
other communities on any given charter problem. Hls main function is
to insure that the details of a charter are consistent with constitu-

tional provisions and with the basic form of government as adopted by
the freeholders.

Mr. Burke stated that he would not be interested
in acting as draftsman, but that he would be interested in acting as
consultant, on terms to be agreed upon, and subject to the right to
withdraw or resign if at any time the Board of Freecholders insisted on
Including provlisions which, in his oplnion, would make the charter
completely unworkable. He stated that the consultant would endeavor
to frame a charter upon whatever basic governmental form was adopted
by the Freeholders, but a consultant would refuse to be connected
with a charter if the Freeholders insisted on including variations which
would doom the basic plan to failure.

Mr. Burke outlines a proposed plan of operation
1f he were employed, under which a baslc charter would be drafted by
him after six three~hour sessions with the Board of Freeholders, such
sesslons to be at intervals not shorter than two weeks.

After outlining his proposal s, together with
the cost of the same, lMr., Burke was requested to put his proposal in
writing in detall, so that the Board of Freeholders might be able to
give the same further consideration.










































