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CHAPTER I 

THE RISE OF TPili CITY MANAGER PI.A..~ 

From the very beginning of the United States of America and the 

adoption of its Constitution, the American people have finnly believed 

that a system of checks and balances in their government--national, state 

and local--is essential for the successful functioning of that government. 

Because of this firm belief, the only form of city government to be 

developed in the United States up to the end of the nineteenth century was 

the decentralized mayor-council form of government. 1 The fact that this 

fonn of government was sufficient to carry out its functions in a reasonably 

efficient manner was enough to satisfy the people whom it governed. During 

the last few decades of the nineteenth century, however, there was a sense 

of growing dissatisfaction concerning the municipal governments. This was 

true especially around the larger cities which were controlled by party 

organizations. The main interest of these organizations was to stay in 

office. They used their offices and the funds of their offices in any way 

they chose to satisfy this purpose. Host people came to look upon holding 

public office or entering politics as if it were something dirty. Because 

of this feeling, only members ready to accept this public stigma were 

willing to run for public office. With the turn of the twentieth century, 

it became apparent that the mayor-council fonn of government was insufficient 

to handle the more technical problems which were arising with the rapi.d 

growth and complexity of the American city. Therefore, at this time there 

1clarence E. Ridley and Orin F. Nolting, The City Manager Profession 
(Chicago: 1934), p. 1. 
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was a loud cry for reform in municipal government. The problem was looked 

at in two ways and two solutions were offered. First of all was the cry 

to 11 throw out the crooks" and elect honest men to office. The other idea 

was to completely change the llform:• of municipal government. 2 

As far as changing the form of government was concerned, there were 

many proposals, the most attractice of which were the strong-mayor form, the 

commission form, and the city manager form. The mayor-council form of 

government had worked to the turn of the century; but, from that point on, 

the American system changed in that in the larger cities the department 

heads were becoming skilled technicians and the need for better management 

became quite apparent. 

The first new form of government to show that the system was turning 

toward management was the strong-mayor form. In this form, an elective mayor 

appointed all department heads except the controller, and appointed all 

employees of the departments without the consent of the council. The reform 

leaders of this time realized that most elected officials could not be 

expected to be skilled technicians. Therefore, they hoped that a strong 

mayor would have enough insight to appoint skilled technical helpers and 

administrators as department heads. The popular sentiment was in favor of 

11more business in government. :r3 

This idea of more business in government was carried out to an even 

higher degree, however, in the development of the commission plan of local 

government. The commission plan originated in Galveston, Texas, in 1901. 

Galveston, being located on an island two or three miles off of the mainland, 

2Harold A. Stone, Don K. Price and Kathryn H. Stone, City Manager 
Government in the United States (Chicago: 1940), p.l. 

3Ibid., p. 5. 
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was virtually engulfed by a tidal wave on September 8, 1900, creating 

a severe crisis, which demanded brains and energy. The officials in charge 

of the city 1 s government were incapable of supplying either. Instead, they 

took advantage of the situation and turned the tragedy to their mm personal 

profits. The people were completely disgusted with the inefficiency of 

their municipal government. They therefore set out to fonn a new type of 

government and in 1901 put into effect their new plan. It completely ignored 

the traditional mayor-council form and set up an all-powerful commission of 

five members instead.4 

There was one main feature of the conunission plan ·which was quite 

different than those of its predecessor. It entirely did away with the idea 

of the separation of powers. All of the authority in this plan lay in one 

small governing body, and the members of this body were the only elected 

officials of the government. Also all of the members or commi"Ssioners were 

elected on a non-partisan ballot. This was aimed at ousting or destroying 

any party organization or "machiner1 i;1hich might be striving to control the 

government. 

It is easy to see that the commission plan was another step toward 

running government as if it were a business, It still differed from business 

in one very important aspect, however. The commissioners were still heads 

of departments instead of delegating these positions to sub-ordinates. The 

conunission plan was praised for three main features: its simplicity, the 

abandonment of the checks and balances system and concentration of authority 

in one small governing body. 

Taking into account all of the improvements which were initiated by the 

L;. 
Austin F. lfacDonald, American City Goverrunent and Administration 

(New York: 1956), p. 188. 



commission form, it was still not so [;Ood as it was hoped it would be. It 

had three main faults which pointed out the need for still further improve

ment. First of all, it scattered the administrative functions and 

responsibilities among several elected officials, the individual connnissioners. 

Although there were three, five, seven or nine conunissioners, the usual 

number was five. The second major fault was that the elected conunissioners 

were seldom trained technicians or administrators; therefore these essential 

traits were missing in the of fices where they were needed. The third fault 

uas that the connnissioners often had diverse administrative interests. This 

often led to a prejudiced consideration of legislative proposals. 

From 1909-1917 the conunission fonn grew very rapidly and it looked as 

if it would swar.tp the entire nation. However, after 1917, the commission 

form failed to make much headway. Today it is having a very difficult time 

in merely holding its own and there is very little reason to doubt that the 

commission plan is about finished as a form of local government.5 

Perhaps the main reason for the decline of the commission plan is the 

fact that it is being replaced by a younger rival, the city manager plan. 

Of course this replacement works two ways. The reason the city manager plan 

came into being was that the connnission plan had too many weaknesses and 

the city manager plan was a correction of some of these. The chief defect 

of the connnission plan was the absence of a distinct executive authority, and 

the obvious remedy was for the commissioners to hire a manager, selected 

by them because of his professional qualifications, to perfonn the executive 

functions. The connection between these two plans is so close that the 

city manager plan has often been referred to as the commission-manager plan. 

5 
Ibid., p. 204. 
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The early framers of the city manager plan were not really trying something 

they were merely trying to improve the commission plan. 6 new, 

The city manager plan of local government came to life in Staunton, 

Virginia, in 1908. The city, of about five thousand people, in that year 

was receiving high taxes but still had a debt of five hundred thousand 

dollars. The debt would not have seemed so fonnidable except that the city 

was bankrupt and saw no way in which to alter this condition. The streets 

uere mud ruts and the sewer, fire and police protection was quite inadequate. 

The payroll was filled with political opportunists. At a council meeting 

a councilman by the name of John Crosby suggested hiring a general manager 

in the same sense as a business corporation hires a general manager. The 

manager would do all of the administering and the council would do all of 

the legislating or policy setting. The council agreed to the idea and hired 

a professional engineer as their city manager. He irrunediately fired the 

political opportunists who were incompetent. Staunton.began to climb out 

of debt and the city manager form of local government was born.7 

A small toi;·m the size of Staunton was not a sufficient testing groUJ.-id. 

The experiment helped to arouse interest in the new general manager or city 

manager plan, but its success was not conclusive proof that the new plan 

would work for a city of larger size. 

In the spring of 1913, Dayton, Ohio, was struck with a very devastating 

flood. The flood caused the loss of 34 lives and 128 million dollars t..iorth 

of damage to property. The effects of the flood helped to show how 

ineffective the mayor and council of Dayton really were. It had been known 

as the ndeficit city11 before the flood and after the flood, the city was 

6Thomas Harrison Reed, Municipal Government in the United States (New 
York: 1934), p. 202. 

7K D t " ' .. e zer, ··Businessmen at City Hall 11 Readers Digest (Hay, 1958), pp.158-160. 
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helpless. The people adopted the city manager plan to try to pull themselves 

out of the hole. Shortly after the city manager plan was adopted, Dayton 

ceased to be knovm as the :'deficit ci!=yn. 8 During the first seven years 

after the adoption of the plan the city instituted a number of reforms. They 

ran all of the way from employing police women to establishing an eight-hour 

day for all city labor.9 

vihen Dayton, a city ofl25,000 people, adopted the city manager plan, it 

attracted nation-wide attention. The demand for more business in government 

became widespread. The adoption of the city manager plan by Dayton was one 

of the greatest advertisements for the new form of local government. It 

served to dramatize the plan just as Galveston had dramatized the commission 

plan. 

After Dayton adopted the city manager plan on January 1, 1914, the plan 

spread rather rapidly. The following table shows the effective dates of 

manager charters and ordinances which were permanent all over the United 

States.10 

Year Charter Ordinance Total 

1908 1 1 
1912 1 2 3 
1913 5 2 7 
1914 12 7 19 
1915 16 5 21 
1916 12 2 14 
1917 14 1 15 
1918 17 5 22 
1919 22 L;. 26 

8 
Roger Hewes Wells, American Local Government (New York: 1939), p. 73. 

9The Story of the City Manager Plan, National Municipal League, Undated, 
p. 6. 

lOR ' . 206 ee a, .2E.. .£±!:_. , p. • 
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Year Charter Ordinance Total 

1920 21 10 31 
1921 41 5 46 
1922 22 5 27 
1923 26 2 28 
192L1 10 1 11 
1925 18 ft. 22 
1926 ll'; 3 17 
1927 17 5 22 
1928 11 5 16 
1929 17 17 
1930 12 3 15 
1931 13 3 16 
1932 15 2 17 
1933 12 12 

34-8 77 425 

There were two main reasons foi: this rather rapid spread of the manager 

plan. The first reason was that the people were disgusted with the mis-

govermnent common under the old system. The people ~Jere in the mood for a 

change in their governmental form. The second reason, the reason the change 

was made to the manager plan instead of to some other plan, was that there 

was promise of the manager plan's eliminating the evils apparent in the 

pre-existing plans. 



CHAPTER II 

GENERAL FEATURES OF THE MANAGER PLAN 

That are the main features of the manager plan which set it apart 

from other forms of local government? There are hundreds of points which 

would all help answer it. Here, however, are some of the basic points which 

identify the manager plan. 

The basis of any form of local goverrunent in this country is the 

voters. They begin by electing the council who keep the process going from 

there. ''The voters elect on a non-partisan ballot a council of popular 

representatives who appoint, with the right to remove, the city manager, a 

well-paid, full time, non-political central executive who appoints, super

vises and removes the heads of all departments who in turn control the rank.

and-file of the administration. 1111 

In the following illustration there are t\-JO main points which conunand 

attention. First is that the council is elected on a non-partisan ballot, 

and the next is that the city manager is a non-political executive. Both 

of these points show the des1re to stay away from or get ride of, the spoils 

system. For this plan to work correctly the city manager must be clear and 

stay clear of all political ties. Without the obligation to appoint fellow 

party ~-Jorkers the city manager will be free to appoint ·well-qualified men 

as department heads and as other city officials. Another feature which makes 

the job of appointing city officials easier for the city manager is the fact 

that he need not be a citizen of the connnunity or state. There are no 

residence requirements for a city manager. Therefore, he does not have to 

worry about not appointing personal friends because, when he is first hired, 

11Ridley and Nolting, .££.• cit., p. 14. 
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he usually does not have any personal friends in the community. 

VOTERS ···----------The voters 

l '\/" 
k--·--~--------elect on a non-partisan ballot 

\. ' i 
I 

~ 
~,----a council of popular, representatives COUNCIL 

l 1/----------who appoint with right to remove 
--~·--..... l/ 

/ ... ," the city managet, a well-paid 
/ CITY \ full time, non-political, central 

\ HAHAGER } executive 

\ .. ,.. / 
.. ~,~'-a•~> __ _... 

H.Al~ -AND-FILE 

12 
Ibid. 
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Perhaps the most important feature of the city manager plan is the 

definite separation of powers which exists between the council and the 

manager. There is complete separation of legislative and executive functions. 

The council, usually ranging from three to nine members ~·1ith five being 

the favored number, is strictly the legislative body. The council is the 

lm,making body and is directly responsible to the people. The council has 

tuo functions. :First it is the job of the councilmer. to pass the ordinances 

and resolutions which are necessary for the efficient running of the city. 

Their duty is to determine and set policy for the local government. 

Secondly, it is their responsibility to select the city manager. The council 

has the task of holding the city manager responsible to the effective 

management of the city. Also the only tie the people have to the city 

manager is the council. The people can talk to the city manager any time 

they please but if the manager goes against the best interests of the people 

only the council has the power to remove the manager. However, the council 

has no administrative power. 

All adn1inistrative functions of the city are under the control of the 

manager. No one else, including the council, should try to take a hand in 

the administration of policy. That is the entire responsibility of the 

manager. It is necessary for the council and the manager to work in close 

conjunction on many items but neither should try to take over any of the 

work of the other. The manager is usually required to attend all council 

meetings and he joins into the discussion at these meetings but he has no 

vote. He attends the meetings because he is charged with keeping the 

council inforraed of everything that is happening in the city. The manager 

is responsible for carrying out the policies of the council but he is out 

of line if he tries to help detenaine the policy. 
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Under this plan the pin-pointing of responsibility is quite clear. If 

any department head fails in his responsibilities, it is easily spotted by 

the manager and he is removed. If the city manager falls short in his 

responsibilities, it is easily spotted by the council and his removal takes 

place. If the council does not live up to its responsibilities, the council-

men are removed at the polls by the voters. 

It is important to remember that there is a mayor in the city manager 

f onn of government. Unlike the mayor-council form, the mayor in the city 

manager plan is merely the presiding officer of the council. He is a 

regularly elected member of the council but he usually receives a little 

higher salary than the other councilmen. One of the main functions of the 

mayor is to preside at many civic meetings and dedications. Thus, he 

relieves the city manager of these tasks and affords the latter more time 

to concentrate on the more important task of running the city. 

The city manager plan is an adaptation of a private business corpora-

tion. That is, the voters are the stockholders, the council is the board 

of directors, and the city manager is the general manager. 13 It also 

resembles the make-up of the school district. They compare in that the 

school board, like the council, is popularly elected. The superintendent, 

like the city manager, is professionally trained. The city manager plan 

correlates with business operations to a higher degree than any other :form 

of local government. 

13T"' 11 . 7,. 1';C s, ~· C1t., p. J, 



CHAflTER III 

THE QUALIFICATIONS OF A CITY MANAGER 

The heart of any city manager plan is the city manager himself. What 

are the qualifications needed for a man to become a successful city 

manager? Just as the form of city manager government may vary in detail 

from city to city, so do the qualifications of a successful city manager. 

It seems obvious that the larger cities <lemar.d men Hith more experience 

than the smaller cities, This does not necessarily hold true in all cases, 

however. The qualifications fall into two categories: (1) persona 1 

qualities and (2) training and experience qualifications. 

Personal qualities come first. There have been published many lists 

of personal qualifications, some long and some short, and naturally they 

overlap to some extent. Two such lists follou. The first lists these 

qualifications: 

1. A city manager should be honest. 

2. A city manager should be forceful. One wavers 
and he will run into difficulty. 

3. 

L~ • 

5. 

A city manager should be tactful. 
manager has to meet r.1any people. 
always be tactful. 

The city 
He should 

A city manager should be industrious. The city 
manager does a tremendous load of 
be industrious to keep up with it. 
behind he may never catch up. 

A city manager should have vision. 
fully manage the affairs of a city 
ability to see and plan ahead. 

work and must 
If he falls 

To success
takes the 

6. A city manager should have a sense of humor. A 
crabby manager seldom succeeds. 
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7. A city manager should be loyal to the interests 
of the city as a whole. He should never play 
nolitics lL; . . 

The second list contained the followin8 as necessary qualifications 

for a successful city manager. They contain both personal and experience 

qualifications. 

A. Administrative ability. A city manager must take 
a group of people with many independent thoughts 
and co-ordinate thera into a well-trained organiza
tion. 

B. Background knowledge. A city manager should have 
some training in .engineering, planning, law, finance, 
sociology, psychology, philosophy and management. 
As many of these as possible are needed. 

C. Courage of convictions. 

D. Direction-giving or direction-making ability. 

E. Energy. A city manager must keep fit and take time 
out for a rest and relaxation once in a while. 

1~. Foresight. 

G. Good government (desire for). Any city manager must 
believe in what he is doing. 

H. Honesty. 

I. Integrity. A city manager's actions must be as 
good as or true to his word. 

J. Judicious actions. The city manager should be a 
prudent man whose decisions are based on sound 
judgment. 

I, '". Know how and know why. 
jack-of-all trades. 

A city manager must be a 

L. Leadership. A city manager must have the ability 
to win co-operation. 

N. Membership. A city manager should be a member of 
the International City Managers Association and 
any like state or local organizations. 

llt 
Ridley and Ndting, .21'..• cit., pp. 41-42. 



N. No. A city manager must know how to say it. 

o. Open-door policy. A city manager's office should 
be open to all visitors. 

~. Public relations expert. 

Q. Quality of workmanship. This must be a city 
manager's goal. 

R. Resourcefulness. 

S. Self-confidence. 

T. Technical assistance. A city manager must have 
the ability to use it. 

U. Understanding. 

V. Vision. 

W. "We". A city manager must inspire teamwo:ck. 

X. The unknown. A city manager must be ready for it. 

Y. iiyou". A city mauager must make others :Eeel 
important. 

z. ~est. A city manager must have zest in everything 
he does. 15 

These are the personal qualifications needed by a city manager if he 

is to be successful. It is quite clear that to fin(l these in any one man 

is very difficult, if not impossible. However, a successful city mana3er 

is a man who has a good number of these qualities. They lead toward a 

smooth administration. 

In addition to the personality qualifications of a good city manager, 

there is the experience qualifications. These fall under three headings: 

education, experience and age. 

As i.s true in all professions, experience plays a large part in 

deteruini.ng how successful a city manager will be. A man without some 

15B. H. Cruce, "'What it Takes From A to Izzard to be a Successful 
City Hana.ger", American City (June, 1953), pp. 108-109. 
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experience should gain the experience necessary by becoming the city manager 

of a very small town. As he grows in experience he ca:l move on to larger 

toi;ms and cities. 

Adequate education is a distinct advantage to the success or failure 

of a city manager. '!A broad college or university training in the social 

sciences is highly desirable and alnost essential to the greatest success. ,,l6 

c;uestionnaires which have been sent out to city managers in o;:fice show 

that the large majority of thern agree that a college or university education 

is a chief requirement for success as a city manager. 

Vc:.ry few cities' charters establish age limits for their managers. 

It is quite impossible to say whether a young, middle-aged or old man is 

better qualified for the position of city manager. It is possible to say, 

however, that the vitality of the young and the maturity of the old are 

assets to the success of the city manager. Therefore the majority of the 

mana3ers hired are a compromise between the t11·;0 aad are middle-ageu, between 

the ages of thirty-five and fifty-five. 

The city charters sometimes say the city manager must ;)e competent, 

a qualified administrator, possessed of business and e~~ecutive ability and 

the like. These statements mean nothing, however, because they are 

irapossible to define. Some charters require a man with previous experie:ice 

as a mana::;er or assistant manager. Other charters require engineers. :t-L st 

cities <lo not prefer politicians but since politician is a term hard to 

define, this means little. It clearly does mean that a rnana.ger should have 

no political ties which would keep him from the efficient carrying out of 

h . 'b'l't' 17 is res~onsi i i ies. 

16Ri<lley and Nolting, ££• cit., p. 4.3. 

17Leonard D. ·;'hite, The City i-lanager (Chicago: 1927), p. 282. 



CHAPTER IV 

THE TRAINING O:F THE CITY HA.NAGER 

Where are the men who becorac professional city managers supposed to 

acquire the many qualifications uhich are needed to secure the right jo;Js? 

The answer to this question lies in their training. Hany of the 

characteristics are picked up at horae, in church mem·bership and in fello-w

ship with others. However, the characteristics requiring specialized 

skills :require specialized training for a man to grasp them. This 

specialized training is of two types. First there is fonnal education and 

second there is on-the-job experience. Let us look at :formal education 

first. 

There are colleges and universities which offer graduate uork in 

municipal administration. For example, the University oz Michigan offers 

a one-year graduate course to any enginecrinz or social science student 

who wishes to become a city managei: or municipal administrator. It o:i::fors 

such courses as municipal administration, public finance, accounting, city 

planning, highway construction anci sanitary engineering. These courses 

are usually listed under political science. A college background in 

social science has an obvious value to a successful city manager. It is 

unfortunate that there are not more colleges and universities which offer 

graduate studies in this field. There are many successful city managers 

who began with a degree from one of these college courses. :Many of the 

schools offering such a program include a requirement for graduation that 

the student serve an internship, much like that of a doctor, as an assistant 

to some city official. Of course the school procures these positions and 
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the stu~cnts work for no pay or very little pay. Then too, there are 

courses offered by the International City Hanagers Association. These are 

of two groups: one is used to refresh or add to the knowledge of people 

already in city service and the other is used to train those who are not in 

city service but would like to be.18 

There are many statistics which show the grow:i.ng role of the colleges 

and universities. Of 1,233 city managers in office in 1957, 58% had 

bachelor's degrees. An additional 20% had one or raorc years of college 

but received no degree. That makes a total of 78% with some college training. 

In the early 1930' s only 68% had any college training.19 These figures 

show the increase in college training among the present day city managers. 

This increase is very encouraging but still more effort is needed on the 

part of cities and universities alike to encourage men to go into the field 

of municipal government or administration. 

In its early days the city manager plan was usually adopted with the 

idea in mind that an engineer would make the best manager. However, a man 

with a background in engineering alone is not enough. The task is also 

one of human engineering. The manager must be able to handle people. Also 

such areas as finance, police, recreation and health fall outside of the 

fielcl of engineering. The public soon came to realize that some knowledge 

of the true objectives of municipal government must be had by any manager 

who wished to be successful. He must have executive ability. Engineering 

is valuable background as long as it is supported by a knowledge of the 

basic rudiments of municipal organization and administration. This trend 

a·way from engineering can be shown uith stat is tics. 

lSP. . , > • • .,1cJ.ley ana dolting, ££.• s:2:!•> p. 52. 

19 
rEducation of City £.ianagers" American City (May, 1957), p. 203. 



18 

20 
Prior Occupation of Managers - 19 27 

Occupation Number 

1. Engineering and allied activities 
2. Business or executive classes 
3. City employees and department heads 
L:.. Clerical 
5. Legal Profession 
6. County officials 
7. Educators 
8. Skilled trade 
9. Promotion experts 

10. U. S. government positions 

398 
103 

67 
22 
16 
16 
15 
15 
14. 

6 

It is easy to see that in the 19 30' s 7 5% of the managers holding 

bachelor 1 s degrees had degrees in engineering. However, of the 714- city 

managers holding bachelor's degrees today, only 39% of these degrees are 

in the field of engineering.21 The trend of today is toward degrees in 

political or social science. 

The other type of training is on-the-job experience. Here the 

universities should take a hand and try to sell their graduates to public 

officials. Then these graduates can serve as apprentices, working as 

assistants to a city manager or some other administrative figure in the 

municipal government. The graduate would work for a very small salary. 

After a certain amount of training, he could find a job as a city manager 

of a small city and, as his experience broadened, work his way up to larger 

and larger cities. A good e;;rnmple of this can be found in the Phoenix, 

Arizona intern program. This program is five years old and in that ti: e 

fifteen men have gone through it. Five of them are now city managers. The 

rest are either in the armed fo:;.-ces or working outside of city governrnent. 

There are three nen appointed each year. They are selected from applicants 

20wh.ite,_££. cit., p. 335. 

2L."d . .I'.: c·t ,. " ·t "t: ucation o.i: :i. y f!anagers · £!?.· ci • 
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wi10 have worked o:c are ;:-;orki.nu fo:...· ::ri:-aduate degrees in municipal adminis-

tration. They work :for twelve r10nths at a salary of two-hundred and fifty 

dollars per month. 22 This pro[:;rarn not only i1elps young men to get a back-

ground for going into the city r,iana3er profession, but also keeps new ideas 

and theories flowing into Phoenh:. This keeps the administration up-to-

date. .Such pro;;raE1s are a :Jr eat help in the trai11in.r; o:;: city mann3ers. The 

011l:;l probleu is that there are not· e11ough 0 :Z them. 

Of course the best train in;; any city manager receives is b~7 trans fer 

or prornotioa frora smaller cities to larger cities. Ead1 ne1:1 city contributes 

to the education and training o~ a successful city manager. 

22 ~Phoenix Li tern Program Trains Future City Hanagers ;' Ar.1erican City 
(Octo~er, 1955), p. 220. 



CHAPTE:l V 

THE SELECTIOH Ol<' A CITY IIAHAGK~ 

The task of selecting a city manager is perhaps the most important 

duty of the city council. It is their responsibility to choose a qualified, 

uabiased person who shall run their city in an efficient 1:ianner. To clo 

this is quite a task. They must consider his personal traits and qualifi-

cations, e::<perience in management, and anything else which might have a 

bearing upon whether or not he will be successful. Every city has different 

qualL:ications and a man who is successful in one city i:1any tirac£ is not 

success~:ul in another city. l'ractically a.11 cities have one requirement, 

however, which is the same. A candidate ~nust belong to the International 

City l,Ianagers Association. This organization publishes a list of all 

members who are looking for a job. The city councils may obtain this list 

and ii interested in any person on the list can make contact with that 

person. The methods of selecting a city manager arc usually patterned. 

on fairly similar terms from city to city. 

First of all, a candidate makes application except when he is sou3ht 

out and invited by the city council. Then, his references are checked and 

he is personally intervie,ved by the city council. The council then weighs 

the merits of each candidate and makes its final selection. 

A good city manager will not consider ta'.:.ing the position of city 

mana~er ho·wever, unless the city council is willing to inforTll him of certain 

conditions. Some of these conditions are. 

1. The specific requirements of the position as 
embodied in the charter an<l the quali:Eicat :Lons 
decided upon by the council. 
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2. The attitude and vieus of the co·.mcil with respect 
to the relation between the council and the 
rnanager. 

3. A list of department heads, boards and commissions 
appointed and removed by the mana;ser or council 
or both; those elected ~y the people, an~ those 
appointed an<l removed solely by the manager. 

L-1-. Certain financial infon1ation about the city's 
government.23 

Any city manager worth his salt will require this. He w:Ul not c0nsider 

a job unless he knows how he stands before he takes the position. 

The council should do everything in its power to choose an expert 

administrator. After the selection has been made the manager should be 

given ample time to prove whether he is going to be successful or not. 

Some city charters go so far as to say that after he is hired he cannot 

be removed .for the first six months. 

23 .. 
Jlwley and Nolting, .££• cit., pp. 59-60. 



Ci-IA2TER VI 

THE RESPONSIBILITIES OF THE CITY MAi.'TAGER 

~ .. hat are the responsibilities of: the city manager? r:hat are his main 

functions in the city government? These are the types of questions which 

need answering at this point. 

The responsibilities of the city manager are many and varied. He is 

first of all responsible to the council, for they hired him and if he is 

fired, they will fire him. If a city manager does not live up to what ~·;as 

first expected of him, the council has power to remove him. He is hired 

to see that they receive as many varied services as is necessary to uphold 

the highest of standards. He has the revenue which was furnished by the 

local population to see that the standards are held high. He is also 

responsible to the International City Managers Association. He: is expected 

to uphold the goals and ethical practices of that organization. In other 

wo:i:ds, the city manager is responsible for the fulfillment to the utmost 

of his ability the task for which he is hired, the management of a city. 

The job of a city manager is just as it implies, one of management. 

There are goals of management which the city manager should be responsible 

to carry out. Some of these goals of city management are: "to make our 

conduct of affairs technically sound, politically responsible, politically 

acceptable, professionally approved and socially constructive. or2l; The 

meani:ag of these to a city mana3er should be: 

4.35. 

1. "Technically sound' 1--the city manager and his staff 
should always be a\·Jare o !.: new technical advances and 
put them to use. 

21'1. Gulick, '~Goals of Hanageraent~· Recreation (December, 1955), pp. Li.32-
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Still another area in which the raanaGer has a lot o::: respons:Lbility, 

is that 0£ financial adrainistration. This includes the making of a detailed 

budget and the execution of this budget. In orcler to keep the budget 

balanced the rc1anager must be a man who can handle math2matics. It seems 

needless to say that any public official who is intrusted with public funds 

should manage or control those funds in accordance with the best interests 

of the !rnblic. Any official who used those funds in a inefficient manner 

should be held responsible. Therefore, it is quite evident that the proper 

administering of those funds is of utmost importance. A successful city 

manager must be and will be very d:Lligent when he is adrninistering those 

funds. The manager should at all times be aware of the !;est and latest 

accounting and bookkeeping methods. If he should ever be accused of 

mishandling funds, he can go right to the account book to defend himselL 

Still another responsibility of the manager is to report to the 

council and to the people. The tasl;: of reporting to the council is very 

important. The city manager is, in most cases, in a better position to see 

what is needed by the city than the council. When a change is needed by 

the city, a change in policy, the nanager should inform the council of the 

need and then leave it up to them as to whether or not the change will be 

made. He fulfills this responsibility by attending all council meetings 

and by naking these reports. 

The task of reporting to the people is also essential. They want to 

know what is being done for them. The manager should maL1tain an open-door 

policy as far as his office is concerned. He should hold an interview 

with any citizen askinr, for an audience. It has been said that 'one-

fourth of the manager's day is spent in interviews. :~ 25 The task of 

25Nolting, Orin F., Nanagement Hetho<ls in City Government (Chicago, 
19L<2), ~J. 2. 
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reporting to the people may be accomplished through many media. The 

manager may use the newspapers, radio or television to keep the people 

informed of what the city is doing and why. An uninformed public is very 

likely to be an unsatisfied public. 

The next large responsibility of the city manager is one of handling 

personnel. He has the task of recruiting competent men as department heads 

and various other sub-ordinate positions. The main problera in the handling 

of personnel lies in keeping the morale of all city officials at a high 

peak. If morale is low \·1hen the manager takes over as head of the city 

administration, he must build morale. To do this it may be necessa1:y to 

remove some men and hire others. The manager must take all officials in 

the administration an<l weave them into a closely knit, smooth-running 

organization. This is more difficult than it may seem. The main task is 

to instill a sense of confidence and co-operation among the various city 

employees. 

Still another responsibility of the manager is one of using apprentices 

in the management of the city. It may seem that the city is foolish to 

hire and pay the salary of an outside college student who knows little of 

what makes the city run efficiently. The big tendency here is often to 

use local men, whenever possible, as apprentices in cities where an intern 

or apprentice program is being used. This is quite a natural tendency but 

it is actually defeating the purpose of the program. The purpose is to 

train men to be qualified city administrators. If they are serving as 

apprentices in their home community, however, all of their prospective 

experiences are influenced by their previous knowledge of the conununity and 

are not of as much general value as they would be if e~cperienced in a 

strange connnunity. If there are to be enough competent city managers to 



usually belongs to at least a fe'\·J of these organizations. In many places 

it is considered mandatory for the :nanager to be long to the pro fess ional 

organizations. 

Perhaps the best way to summarize the city manager profession is to 

examine the code of ethics which 1·JaS adopted by the International City 

Hanagers Association in 192L;.. It i;·ms adopted in order that the city 

managers might maintain a high standard of professioaal conduct. T,:e code 

is as :follm-;s: 

1. The position of city manager is an important position 
an<l an honorable position, and should not be accepted 
unless the individual believes he can serve the 
comnmnity to its advantage. 

2. No man should accept a position of city manager unless 
he believes in the council-manager form of government. 

3. In personal conduct a city manager should be exemplary, 
and he should display the same obedience to law that 
he should inculcate in others. 

L;. Personal aggrandizer~cnt and personal profit secured by 
confidential infonmtion or by misuse of public time 
is dishonest. 

5. Loyalty to his employ·ment recognizes that it is the 
council, the elected representatives o:C the people, 
who primarily dete:ri:1ine the municipal policies, and 
are entitled to the credit for their fulfi.llment. 

6. Although he is a hired employee of the council he is 
hired for a purpose--to exercise his m·:rn Judgment as 
an executive in accomplishing the policies formulated 
by the council; and to attain success 5.n his employ
ment he must decline to sul:imit to dictation in matters 
for which the responsibility is solely his. 

7. Power justifies responsibility, and responsibility 
demands power, an<l a city manager who becoE:.es iI;1potent 
to inspire support should resign. 

U. The city lnana3er is tl1c ad1nir1istrator foJ: all the 
people, and in perforrain3 his duty he should serve 
without <liscrii,1ination. 
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9. To serve the public well, a city manager should 
strive to keep the community informed of the plans 
and purposes of the administration, remembering 
that healthy publicity and criticism are an aid 
to the success of any democracy. 

10. A city manager should deal frankly with the council 
as a unit and not secretly with its individual 
members, and similarly should foster a spirit of 
cooperation between all employees of tl1e c:i.ty' s 
organization. 

11. No matter how small the governmental unit under 
his management, a city nanager should recognize 
his relation to the larger political sub-divisions 
and encourage ir.1proved administrative m8tho<ls for 
all. 

12. No city manager should take an active part in 
politics. 

13. A city manager shall be :~nown by his works, many 
of which may outlast him, and, regardless of 
personal popularity or unpopularity, he should not 
curry favor or temporize, but should in a far
sighted way aim tQ benefit the community of today 
and of posterity.J2 

Ibid.' pp. 127-128. 



CP.APTEll VIII 

THE FUTURE OF CITY MANAGEMENT 

I!'rma the turn of the century until todo.y it has become increasingly 

apparent that local government is growing more and more com;_Jle~~. The city 

manazer i?lan was adopted to handle these complexities in a businessli:cc 

manner. It has handled the situation with a good deal of success. nBy 

instituting business practices and professional standards of conduct, the 

council-manager plan gives better services, stretches the tax-dollar and 

stands as a non-partisan bulwark a3ainst stic:cy-fingers at city hall. ·.33 

' 1The reason the city manager plan works is that its basic object is to 

administer and manage the municipal corporation as a business ••. 3L:. Since 

the r,mnicipal :;overnrnent is a corporation, it simply nal~es sense to run 

it like a business. There is no reason to assume that the cities are 

3oing to quit growing comp lex. There is, on the other ha:1d, no reason to 

assume anything other than that the c:Lty manager plan will be capable of 

hancllinc these couplexities. Business handled the gror.-:th of the large 

corporations an<l the city manager plan will handle the gro·wth of the cities. 

The future of manar;ement o:::: cities appears to be ve;:y "bright. There 

is evidence of a growing trend toward professional careers in municipal 

goveriE,1cnt. ll.:·re than one-half of the 220 city manage2:s appointed in 19 5!f 

were earlier managers or assistant managers in other citi2s. Added to this 

arc the men who come into city management from other public administrative 

... ) ., 

....J.Jn ., • • 15~ 162 J.:c.aCLers Digest, £E.· cit., pp. o- . 

31:-_ . 
Business ';'eek, ££· cit. 



offices. Together they fora 82% of the total city manager appointments. 

This high percentage of city managers came fror,1 goven1mental and managerial 

backgrounds. 35 

Ti1ere is still other evidence uhich points to1;-1ard a bright future for 

city management. Today r,10re than one-fourth of the cities over ten thousand 

po1mlation have city managers. In recent years 30% of all cities adopting 

new city charters chose the city manager form of government. At the 

prese:..1t rate of increase, the city manager form will pass the nayor-council 

forr.1 of local government in number within the next ten years. It this 

becomes true, the city mana3er form will become the dominant :form of local 

governrnent. 36 

The i:uture also looks bright when an examination is made of the 

salaries received by city managers. The salaries are certainly not 

exorbitant, but they are high enough to encourage ambitious, hard-working 

men to enter the profession. The city managers salaries vary from city to 

city. In communities of less than five thousand population, the average 

salary for a city manager is about five thousand dollars. The salaries 

increase with the size of the cities and the average salary for city managers 

in cities of 100,000 population or r:1ore is $22,350 a year. It seems to be 

the general opinion of city councils that a skilled, professional manager, 

during his first few months on the job, will usually save the city more 

money than he is paid in a year. 37 ··:;ith this incentive, capable men m:c 

entering the profession and it is difficult to see how the city m;;maser 

plan can keep from becoming the leading form of local government in this 

35 
: 1Growing Profession of Hanaging Cities, .. American Citv (April, 1955), 

p. 151. 

36nusiness Week, ££.• cit. 

37Readers Digest, ££.• cit. 
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country. 

There are nume1·ous factors upon which the continued growth and 

popularity 0:1: city management depend. Some of these are: 

1. The caliber of men chosen as city manar;ers must 
be high. 

2. Expert administrators must be chosen and political 
considerations ruled out. 

3. Prejudices against out-of-town men must be set 
aside. 

4. There must be training schools to prepare apprentices.33 

All of these factors seem to be growing in acceptance over the nution. 

The city manager plan has met with success in most of the cities in which it 

was adopted and the plan is constantly grmJing in popularity with the 

people. 

The constant rise in the nurnber of city manager plans adopted is a 

very promising sign for the future. With the constant additions of city 

managers the people are becoming better educated as to what the plan involves. 

1:( one city adopts it an<l it is successful, the neighboring cities are 

likely to grow envious and adopt it for themselves. Therefore, the success-

ful adoption of the plan has been and will be the best advertisement for 

it. The more publicity it gets the more growth it is likely to achieve 

as lone as the advertisement is one of success. The city manager plan has 

been very successful and therefore the future can hold nothing but further 

success. 

The profession of managing cities is becoming one of the most 

respectable professions. People are not looking upon city managers as 

38 
MacDonald, ££· cit., p. 223. 
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politicians in the old sense of the word and are therefore trusting them 

with more and more responsibilities and are paying theEl more and more 

generously. As things stand at the present time, city management is here 

to stay. As a profession it ranks along with those of law, ncdicine, the 

church and teaching. There should be and will be more men going to this 

profession. It offers fine opportunities to young men seeking what has 

corae to be considered a worthy, respected, well-paid occupation. 
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