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Tuesdzy, November 12
10:00 A.M.

GENERAL B3ESSION

Chairmen, Luther Gulick, chairman of the Assccistion and director,
National Institute of Public Administration,

fddreoss: MEMBERSHIP QUALIFICATIONS, by John B, Blandford, Jr., director,
Cincinnati Bureazu of Municipal Research,

In discussing the subject of membership qualifications, I feel that
I should preface my remarks with two gensral observations.

First, I venture the opinion that only a committee can present this
guestion in any conclusive or spccific form. Properly, the subject is one for
the deliboration of several minds, with ample time to explore its ramifications,
As an individual who has not had an opportunity to ascertain the views of other
persons or the cxperience of other organizations, I can do no more than offer
general suggestions. In short, this paper can serve only to stimulate discus-
sion,

Second, I wish to emphasize that I ses in the subject no dramatic
crisis, I hold no thought that "we stand at Armageddon." I think I sense a
mild sort of situation and I am attempting to discuss it frankly, and without
emntion. Perhaps thore is no problem., A wide exzpression of opinion will es-
tablish that fact., Even though there be a problem its urgency remains to be
determined. What I have to propose may be but a future objective - something
gradually to evolve.

And now to my subject.

Relationship between Civic Reform and Governmental Research

Memhership qualifications for the Governmental Research Association
may be a concrete, self-contained subject, but I find it extremely difficult
te view it as such. Try as I may te confine tho -question, it overflows thesc
bounderies and takes in more territory. Any other treatment strikes me as in-
adequate. And so, for the moment, may I extend the field of inguiry to include
such orgznizations as the National Municipal League, thc Proportional Represen-
tation League, the Nationel Association of Civie Sccretaries, and the Inter-
national City Menagers' Assocciation? Threc of those organizations join us in
this Chicago conferenca, The faurth holds its annual convention the following
weok, in Fort Worth, Texas. There arc other organizations, but these will
serve the point,

I need not ocutline for this group the activities of these four organ-
izations. I do suggest that you reflect for tho minute upon their respective
operations. As they are revezled to me, I see a sum total of really cffective
work in the improvemecnt of government. I belicve I can also distinguish two



different functions which I will call, for convenience, public administration
and political reform, Traced down, however, we find that neither of these
functions is exclusively and completely the possession of any one of these or-
ganizations. On the contrary, we find at least ons organization attempting to
perform both functions. In shert, I am of the belisef that the two functions

of public administration and political reform are illogically expressed in the
present organization set-up. This results, I believe, in some confusion in
membership, in activities, in convention programs and in the public mind., I
think this situation also tends to dilute the technical atmosphere of public
administration and to restrict the fervor and popular appeal of political re-
form. 1In addition, there is a failure to combine resources within each func-
tion. That is the problem as ] see it, Of course, it derives entirely from the
assumption that two such functions exist and that each hes its own technique and
atmosphere which are best not confused.

Propoeed Division of Functions

Speaking constructively, I would venture to regroup the personnel and
reassign the activities of thesc organizations so that they would more clesely
conform to the two functions of public administration and politicel reform.
Admittedly, the line between the two cannost be drawn preciscly. But I think
there is sufficient distinction between the functions and sufficient content in
each t0 serve as mobilizing centers for two dif fercnt groups and two different
metheds of organization. We can find certain convenient analogies in the
current phases af administration and legislation, policy-executing end policy-
forming. The distinction is not wxelusively onec of subject matter. It is
rather more the method and circumstances that surround the use of the subject
matter.

An “Institute of Administration™

To be specific, I would suggost as a future objective the formation of
an association of all individuals professionally experienced in the field of
public administration. This organization might bs known as the American Insti-
tute or Socisty of Public Administration, functioning much as other national
prefossional organizations do., The members of this organization should conzti-
tute a compact, complete and homogeneous group, interested in the exchange cf
experience and in the advancement of the science of public administration.

This organization would initiate and sponsor research projects, pub-
lish a magazine and rescarch reports, and organize meetings whose programs
would be primarily tochnical., There might well be a ceptral staff of consult-
snts. Manuals of approved administrative practices should be a praduet of this
association. This group should aveid invelvement in movements for political
reform and, instead, foster constantly a reputation for professional expertness
in the field of administration.

An "Association for Civic Reform"

Then there should be a second grouping of those whose central purpose
would be that of political reform. I am impressed with the thought that this
organization should not be rigidly professional with the limitations in numbers
which that imposes, I would consider educational work as tha major activity.

A secretariat would issue publications, organize mecetings and stimulate local
activities, Its organization program would include such important projects as

~10-



civic educcztion, electeoral reform and sponsorship of improved forms of govern-
ment. The multitude of local civic organizations should be recognized as ex-
cellent educational objectives.

Particularly in its annual assemblies would its contrast with the
administrative group stand out. These meetings would be conferences with wide
c¢itizen participation, rather than conventions of a smaller group of profession-
als. The conference program would have a broad goneral appeal rather than a
detailed technicul content. The subject matter of political reform could be
mobilized on a larger scale and dramatized and popularized without the present
restrictions,

#ith this sketch of a national set-up let us consider for a moment its
local application. In so far as possible, I think the same distinctions should
be observed. The extent to which one or the other of the two functions is em-
phasized will vary from city to city. Generally speaking the forces of political
reform will prepare the way for the operations of public administrators. What-
ever be the particular community proportions ef the functions of political re-
form and public administration, I think an cffort should be made to keep them
separate in their operations and in the public mind. Let thore be a municipal
party or citizens league on the one hand and a bureau of governmental resecarch
or official aedministrators on the other. In so far as practicable do not confuse
them., #hile such an arrangement would exclude the bureaus from electoral efforts
or active propaganda on political subjects, this does not mean that they neoed be
inarticulate. Reports of administrative surveys, expert statements of facts with
their interpretations would always be in order.

Membership Qualifications for the "Institute"

With this background established, I can now move closer to my subject.
I shall intcrpret the subject as membership qualifications for the fictitious
Amgrican Institute of Public Administration., For in my judgement such an organ-
ization should be the ultimate professional affiliation of the large majority of
the members of the Governmental Research Association.

In discussing thess membership qualifications I shall adhere to my
original contention that the subject is properly a committee assignment, and
merely point out some general factors which appear to be pertinent.

Quality, not Quantity. First would be & suggestion that quality rather than
quantity be aimed at, I think the profession of public administratien would
be better served if its organization consisted of a limited nuwber of well
qualified members, rather than a larger number, of varying degrees of compe-
tence. I would set the professional qualifications relatively high. There
should be a definite and adequate experience qualification, and, ultimately,
an appropriate educational requirement. For the present, some equivalent
could be accepted where the educuational qualification was lacking. Various
gradus of membership such as senior, junior and student might prove useful.
And perhaps there should be an associate membership for those whose work
bears & certain relationship to public administration.

General Knowledge and Spcdcialization. My next suggestion would be that all mem-
bers of this association should have a broad background and general familiarity
with all phases of public administration. By this I do not mean that every

mamhar would be an expert in svery branch of the science., That would be absurd,
A11 that I suggest is that the educational requirement or its equivalent be such
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as to produce a homogeneous public adwinistration group, and not one in which
the relatively few public administrators would be submerged by one-subject
specialists for whom there already exist appropriate professional organizations.
I think you will fipd this factor to be an essential principle in the actual
determination of membership, if quality is the objective eand if confusion with
other organizations is to be aveided,.

While all members would have a gencral interest and competence in the
subject of public administration, specialization would, of course, be recognized
in the structure of the organization, Following the general practice of many
national professional associations there could be technical divisions., An ex-
ample might be cited in the American Society of Civil Engincers, which has
technical divisions on city planning, construction, highways, irrigation,
pewer, sanitary engincering, structural engineering, surveying and mapping,
and waterways, Similarly, this new association would have divisions on public
finance, personnel, public works, eotc.

Others than Public Officials, My third point is that public administration
should be defined and understood as not applying exclusively to those who hold
cfficial positions. I would consider public administration as a profession or

o science which is the occupation or technical tool of a variety of individuals.
City managers and researchors serve to illustrate my point. Both are familiar
with the principles of public administration. When a problem develops, both,

in the samc manner, assemble the appropriate faects, submit them to a professional
interpretation, and act upon their findings, either through an administrative
order or a profossional recommondation. Both are proféssionally responsible and
professionally concerned as to the teschnical soundness of their conclusions.

I think my point will be made clearer if I use an illustration - again
dra¥n from the cxperience of a national professional organization. In 1926 the
Amcrican Chemical Society analyzed its membership, and found it to be constituted
as follows:

Executive 7.289 Chemical contrel 8.47%
Managerial 17.58 Professors of chemistry 10.06
Technical dircction 12.5% Instructors and

Chemical development  8.97 teachers 5.84
Miscellaneous 17.08 Students 5.156

These figures, which are belicved to be typical of other organizations,
definitely indicate that the same subject matter may be approached from diffcrent
angles and that a profussional association, to be completc and effective, should
embrace all of them.

If this principle be accepted, I believe it would mean a combination
of resources that would be not only logical but impressive.

This is not the occasion, and I am not the person, to present the
prospective roll of membership. I think certuin groups should be considered by
any committee ossignod the task. Certainly city menagers as a group would be
the source from which the nucleus of the new association should be drawn.

Whether or not to include other officials should be given careful study. Cor-
tainly only officials holding appointive positions should be included. Here I
think that the requirement of a goneral cducational background in public admin-
istration would serve as a control. It is to be remembered that certain departs
mental specialists are already provided for by such organizations as the American
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Public Health Association, the International Association of Chiefs of Police
and tho National Association of Auditors and Comptrollers.

Surely o large number of staff members of rescarch organizations
would qualify, and add strengih to the association., Professors of university
depariments where public administretion is taught would be very valuable mem-
bers. Then there is distinguished membership material to be found in the
commercial consultant field., These ideas arc but suggostive.

And now I conclude, as I started, with a suggestion that a committee
ba initiated tc study the feasibility of such an objective. This committee
would naturally consult other interested groups. Certainly it should explore
the precedents and experience of other professional organizations. Above all
should it be endowed with & broad and persistent vision of the future of public
administration. No small essential to the success of such a committee is the
faculty to harmonize different viewpoints through the skillful use of the
English languags.,

Discussion

It was sugpested by Alfred Gates, of the Rochester Bureau of Municipal
Research, that a jeoint committee representing the various organizations concerned
could profitably study the reorganization of the differsnt national groups msn-
tioned by Mr. Blandford. He was heartily in accord with the suggestion that the
two groups, technical administrators and political reformers, be kept as nearly
ceparate and distinct as possible. He belisved, however, that some sort of
tie-up between ths two groups was necessary, if public support wore to be
mustered for technical progroms.

In reply, Mr. Blandford pointed out that, while this might be true to
some extent, it was essential for the welfare of a research bureau that its work
be confined to technical studies, Whore 2 bureau undertakes research studiss
one day, and engages in propaganda work the next, a confused orgenization neces-
sarily results. Rescarch burosus, therefore, must hold themselves aloof from
propaganda work, and the logical errangement of functions was that outlined in
his address. Such a division would leave the reformers free to smbark upon
oxtensive publicity campaigns.

Harry H. Freeman, of the Buffale Municipal Research Bureau, cited the
experience of his bureau in propaganda and reform work. He made the point that
because the bureau had engaged in reform work, it had materially strengthened
its position in the mind of the general public., In the recent election campaign
in Buffalo, his bureau had syndicoted news articles published in local journals,
and sponsored a series of radio speeches by various members of the staff and
board of directors. By reason of this participation in the campaign, Mr,
Freeman felt that his burcau had assumed 2 place of leadership in the community.

Chairman Gulick here interposed to emphasize the point that the prob-
lem could not be settled once and for all upon the basis of a set of principles.
In support of his argument he read the follawing excerpts from a letter from
R. Fulton Cutting, chairman, the National Institute of Public Administration:
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Thore are two methods of administrative reform of our
political units that deserve special consideration, both of
which demand the employment of cxpert tzlent. One is to
compel officials, by the power of public opinion, to employ
trained talent, to enzble them to solve tho intricate and
difficult problems of executive office. This method involves
the exposure of incompetence and dishonesty where it exists,
and the demend for removal of delinquents. It naturally
excites ths bitterost antagonism and makes reform particularly
difficult. However necessary ss a last resort, its rosults
are apt to be temporary rather than permanent.

The other method is to tender to officials the coopera-
tion of experts in the conduct of their offices - the intro-
duction of economies and methods of efficiency which the
ordinary executive has neithor the time nor special training
to cnable him to employ. Under this expediont the official
will enjoy tha fruits of such reforms as may be introduced;
his self-respect is recognized and his reputation enhanced by
success. The experts will be measurably his employoes and
their conclusions his, The lins of least resistance is thus
pursued and the human factor recognized.

A luminous illustration of the lattsr method appears in
the recent reorganization of the governnental machinery of
Virginia. At the invitation of Governor Byrd, and with the
cooperation of an efficicnt committes of public spirited men,
the Naetional Institute of Public Administration undertoock a
complete remoking of the administrative machinery of the
state. Not a littls of this machinery hed remained unchanged
since the colonial period. A new constitution has been in-
stalled which covers oll the political units of the state.
Many superfluous bursaus and coumissions have been unified in
comprehensive departments and the most modern methods of
illuminating operations introduced.. Light has been let in
everyvhere. The first result was the reduction of administra-
tive expense in the first yecr of operation by $800,000 and an
increase of approximately $2,000,000 in revenue for the szue
period.

There is no valid reason for any chief executive denying
the public the privilege of the oxpert talent which has ren-
dered this service to the stats of Virginia. The experts cno-
ployed in Virginia were friendly critics and advisers - not
muck hunters; znd their accomplishments were cttributed to the
administration itself. The fruits of such effort, while occa-
sionally painful to certain public enemies, zro not aired for
scandul nor are they subversive of popular control. The
people's executives will continue to administrate public busi-
ness, but with machinery that will automatically eliminate
much grave abuse, =and with their adninistration so exposed to
criticism that, if wztched, abuses can be brought houws to the
chief exscutive. Such a project, if backed by a body of
representative citizens, should rarely feil to find acceptance
with governmental administrators.

oY



In conclusion, the chairman stated that many bursaus had carried cn
both functiions very successfully over a long period of time.

Roy A. Knox, director, Leos Angeles Bureau of Budget and Efficiency,
said that no matter how conscientiously the work of a bureau is done, if it is
not made public it is usually of no avail, and pointed out that many of the
studies made by his burezu were successful only because the people of Los
Angeles were informed of what was being done.

Address: THE RELATIONSHIP OF A RESEARCH BUREAU TO OTHER CITIZENS' ORGANIZATIONS,
by William C. Beyer, director, Philadelphia Bureau of Municipal Re-
search.

What ought to be the relationship of a bureau of municipal research to
other citizens' organizaotions?

It is a saufe venture that there is not a bureauw of municipal research
represented here today that has not been confronted, at one time or another,
with some phase of this question. It is perhaps equally safe to assume that no
bureau represented here has always found questions of relationships with other
citizen orgunizations easy to answer. Certainly in Philadelphia we have found
them at times to be rather perplexing.

In a discussion of external relationships, we may have toc admit the
possibility that a proper policy for one research burcau may not be a proper
policy for another, especially if the two bureaus differ in their auspices and
form of organization. Conceivably a burecau functioning under a chambsr of com-
merce would not stand in the same relationship to other bodies as an independent
bureau. Conceivably, too, a research agency resting on a broad membership basis
and bearing the title "taxpayers' association" may in its relationchips to other
organizations, act differently from either & chamber of commerce bursau or an
independent bureau with a small membership., What I shall have to say will be
wholly from the standpoint of the independent research bureau with a small
membership, such as we have in Philadelphia,

The question before us seems to resolve itself{ into several major
parts;:

1. Would it be advisable for a research bureau to become a member of a
federation of civic agencies which would control the general policies of its
constituent members and provide for the financing of its members?

2, Would it be advisable for such a bureau to become & mcmber of a
civic federation formed for the sole purpose of joint financing?

3. If neither of the above courses is deemed advisable, what should be
the cooperative relationship of such a bureau to other citizens' organizations.

Bureau Membership in General Civic Federation

Obviously the first gquestion, whether a research bureau should become
a member of a federation of civic agencies which would control the general
policies of its constituent members and provide for the financing of its mem-
bers, involves a change of auspices for the work of research, Under such an
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arrangement, this work would be under the general auspices of the civic fudera-
tion and the independent bureau would be called upon to surrender a measure of
its independence. Presumably the bureau's other external relationships would
change somewhat with its entry into such a federation. At eny rete they doubt-
less would be largely controlled by federation policy. This question is there-
fore of major importance,

In Philadelphia this question has confronted us in very concrete form,
A little over a year ago the chairman of the Committee of Seventy, a citizoens'
organization which has specialized in the prosecetion of election frauds in
Philadelphia, proposed a consolidation of his own organizaticn, the Civil
Service Association of Pennsylvenia, and the Bureau of Municipal Research of
Philadelphia, While his proposal was made informally and was not expressed in
detail, it seemed to be as follows: A new organization would bo incorporated
under the title "The Civic Federation." The trustees of the Thomas Skolton
Harrison Foundation of Philadelphia would be, ex-officio, trustees of the civiec
federation, and the Foundation's income, now amounting to slightly more than
$20,000 annually and 1likely to be greater in the future, would be paid over to
the federation. In making this proposal, the chairman of the Committeeo of
Seventy, who happens also te be chairman of the Harrison Foundation and cheirman
of the C. F. Taylor Trust, suggested that the Taylor Trust might also give
finanecjal support to the federation., These two sources of incorme would be
supplemented by funds obtained from voluntary contributions. Each of the con-
stituent agencies would become departments of the federation, although they
might retain their present titles. The Committee of Seventy and the Civil
Service Association would do the militant work and the Bursau of Municipal
Research would do the work of rasearch,

I am not in a position to speak for the trustees of the Philadelphia
Bursau on the proposal of the chzirman of the Committee of Seventy, for while
they have given some consideration to it they have not taken any action upon
it. I am, however, able to state that a canvass of the opinions of other
bureaus of municipal research has not elicited 2 single expression of approval
of the arrangement. Every one of the twelve researchers who replied to our
letter, eleven of whom were sxocutive heads of bureaus, responded with an un-
equivocal "No." My own view, I might add, is in hearty concurrence with that
of the other researchers,

When opinions are so unanimous, it hardly seems necessary to detail
the reasons that prompted the researchers to respond as they did. Fundamentally
these reasons all come to this: In order that a ressarch bureau may be able to
stand before the public as an impartial disseminator of facts, it ought to be
absolutely independent of all militant propaganda agencies, or agencies devoted
to the promotion of specific causes. As a member of a civic federation which
does include militant agencies or agencies devoted to specific causes, a resocarch
bureau would have less freedem of inquiry than it would have acting independently
and would not have the same standing in the community as an impartial dizsemin-
ator of facts.

This reasoning, to be sure, does not preclude a research bureau from
becoming a member of a civic federation in which there are no militant agencies
or agencies devoted to specific causes; but so long as most civic agencies fall
largely into these two categories it hurdly seems neacessary to consider the
propriety of a research bureau joining s civic federation in which such zgencies
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are not present. For all practicsl purposes we may conclude that a research
bureau would be out of place in any civic federation likely to be formed in the
present stage of civic work.

Bureau Membership in Financial Federation

The second guestion, whether a research bureau should become & mamber
of 2 civic federation for the sole purpose of joint financing, is closely
related to the first.

Theoretically we are to suppose a federation that would leave its con-
stituent members absolutely free to do as they pleass and that would concern
itself with only one thing; the raising of the money required to finance the
agencies.

Practically the arrangement would probably not work out that way. Un-
less each of the agencies in the federation is to determine the amount of its
ovn budget, the governing body of the federation would have to fix the budgets
of the member agencies and through the power to fix budgets would, to a2 large
extent, determine work programs and policies., If a member agency pursued a
course displeasing to the governing body of the federation, the latter could,
in time, force the agenoy to terms by the simple expedient of denying its funds.
On the other hand, the only escape from such a result, to allow each member
agency to fix its own budget, would be utterly impracticable., 8o long as the
amount of money to be divided among the agencies of the federation is limited -
and that it would be limited is the safest guess in the world - the division
cannot be made on the "help yourself" principle. Someone acting for all the
agencias would have to apportion the funds available according to his best
judgment, and that “someons" logically would be the governing body of the
federation. There is no way of avoiding federation control of budgets 2nd that
means that there is really no escape from federation controcl of work programs
and policies,

In effect, therefore, the second question is much the same as the first
and should be answered in the same way. If the civic federation includes mili-
tant agencies or agoncies devoted to o single cause, a research burezu had
better stay out of it, even though the federation purports te be nothing woro
than a joint financing arrongement. It is alwost suro to becomme something more
than that after the very first financial cempaign. Moreover, whether it is or
not, the general public will hardly look beyond the fact that the research
bursau is associated witn the other types of civie agencies and will discount
its impartiality accordingly.

Ccoperetion betwesn Bureaus and Citizen Organizations

Having answered the first two questions in the negative, we come now
to a consideration of the third 2nd last question: What should be the coopera-
tive relationship between & ressarch bureau and other citizens' organizations?
That there should be coopecration we are taking for granted; the question re-
lates only to tho manner in which it would be proper for a research bursau to
cooperate, In discussing this question, we may review hurriedly the wvarious
ways in which a research bureau may be asked to cooperate:

Supply Information to Citizen Organizations. First, should it supply inforia-
tion to other citizen organizations upon request?
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I would answer “Yes, by all means." 1In Philadelphia we are constantly
called upon to do this and we alweys comply, if it is within our power to do so.
In fact, a large portion of the time of our professional staff is taken up by
inquiries from other citizen organizetions. Thus far the Bureau has mede no
charge for information service, but at a recent meeting of the trustees it was
agreed that a charge might bs wade when 2n unusual amount of work is necessary
t0 furnish the inforrmation requested.

Ycke Studies for Citizen Organizetions. Second, should 2 ressarch bureau make
studies and investigations of city affairs for other citizen organizations?

Again I would answer "Yes." In Philadelphia we have done this on
verious occasions, and for organizetions so diverse in character as the
Philadelphia Hospital Association, the Philadelphia Chamber of Commerce, the
Thomas Skelton Harrison Foundation and the Committee of Seventy. Sometimes
the Bursau has done the work gratis; at other times it has besn reimbursed.
Whenever it has done the work gratis, the Bureau has felt free to use the re-
sults in public statements of its own; but when the work was done for compensa-
tion, the Bureau has used ths results publicly only when it had express per-
mission to do so, as it has from the Thomas Skelton Harrison Foundation.

Cooperative Studies. Third, should a research bureau join with other citizen
organizaotions in making studies and investigations?

To this also I would answer "Yes," but I would hasten to qualify the
answer by saying that, in joining with other organizations in studies and in-
vestigations, the bureau ought to maintain complets freedom of inquiry. A
safeguard of this freedom would be the right to make its own reports separats
from the reports of the other organizations.

The Philadelphia Bursau has on two occasions entered into such arrange-
ments with other organizations: once with the Phipps Institute {an agency for
the study, treatwent and prevention of tuberculosis), in a study of the city's
food inspection service; and at another time with the Philadelphia Housing
Association, in a study of the organization and procedure of the division of
housing and sanitation of the city's department of public health and charities,.
In both instances, the Bursau made a separate report of its part of the study.

Staff Members on Committees of Other Organizations. Fourth, should bursau staff
members serve as members of committees of other citizens' organizations?

I would answer "Yes," provided the organizations and committees are
non-political and are not striving for objectives unacceptable to the bureau;
and provided also that such affiliation does not make the bureau staff member
a party to lawsuits against city officials.

This, in a general way, is ths present policy of the Philadelphise
Bureau. HMembers of its staff now serve on committees of the Philadelphia
Chamber of Commerce, the City Club, the Engineers' Club, the City Charter
Cowmittae (a citizens' committee supporting the city manager plan for Phila-
delphia), and committees of various national organizations. None of these
organizations is political and none is devoted to purposes to which we would
take exception. Nor are any of the committees on which bursau staff members
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are serving engaged in lawsuits against city officials, It should be added
that the Bureau does not consider itself bound by the action of any committee
of another organization even though = member of the Bursau's staff is serving
on such committee. In ocur view of this relationship, the Bureau, without
sacrificing its own freedom of action, is afforded an opportunity te bring the
specialized knowledge of the members of its staff to the service of other
organizations working for the public welfare.

Joining in Campaigns. Fifth, should a research bursau join with other organiza-
tions 1n campeIgns for or against specific propesals?

My answer would be that it should not. By this I do not mean that a
research bureau should refrain from making public statements on the merits or
demerits of specific proposals at & time when other organizations are expressing
themselves publicly therson; but I would consider it ill-advised for a research
bureau to authorize its name to be listed with those of other organizations as
favoring or opposing such proposals, A research bureau should always act as a
free lance and should confine itsalf to the role of throwing light on public
questions. It should never become 2 member of an organized crusade for or
against this, that or the other cause.

Let me cite an instance of our experience in Philadelphia when we wers
confronted with a question of this kind. A group of public-spirited citizens,
who were interested in the passage of a zoning bill for Philadeliphia by the
1929 session of the state legislature, issued a call to a large number of organ-
izations, including the Bureau of Municipal Research, to send representatives to
a8 public meeting at which plans wers to be considered for securing the passage
of the bill in question. We accepted the invitation to have a representative
present, but made it clear in our acceptance that he would attend only as an
observer and not as a delegate empowered to commit the Bureau on questions that
might come before the meeting. When the meeting was held, it was resolved to
form & "Zoning Federation,” and a committee was appcinted to act for the feder-
ation in promoting the passage of the zoning bill. On the following day, the
newspapers reported the formation of the federation and listed the names of the
organizations that composed it, Had the Bureau unreservedly acceptsd the in-
vitation to send & representative to the meeting it would have been listed as
one of the mombers of the Fedsration. As it was, the Bureau was not so listed
and had no part in the lobbying and other efforts of the Zoning Federation to
secure the passage of the zoning bill. On the other hand, the Bureau made a
public statement of its own, in Citizens' Business, pointing out the need of
further zoning legislation and emphasizing the merits of the bill then before
the legislature. The Bureau helped the cause of zoning, but it did mot join
with other organizations in a campaign for the zoning bill,

Summary

Much more might be said about the relationship of a rescarch bureau to
other citizen organizations, but enough has probably been said to indicate the
genaral peoint of view I have bsen trying to.present. It is, of course, the
point of view of one who is attached to an independent research bureau, rather
than a bureau functioning as part of a chamber of commerce or as a taxpayers'
association, Briefly, this point of view may be stated as follows: A research
bureau should consider itself at the service of the entire community znd should
stand ready to supply information and advice within its field to any offiecial,
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citizsn or citizens' organization that comes to it for help; but it should
enter into no reletionship with any organization that would prejudice its
standing before the public a8 an impartial and trustworthy fact-iinding and
foct-disseminating institution.

Discussion

Ray W. Wilson, secrstary, Civic Department, Kansas City (Mo.) Chamber
of Commerce, mentioned, as an illustration of oxperience similar to that of the
Philadelphia Burezu, that while the Chamber of Commorce and the Kansas City
Public Service Institutse do not embark jointly upon cooperative endeavors, a
most friendly and cordial relationship exists between the two organizations.

He felt that such a relationship could exist between civic and research organ-
izations without necessarily jeopardizing the independence of oither.

Harry H. Freeman said that as o general practice a research bureau
should not accept money for investigations made for other organizations. If,
for example, the Buffalo Bureau had reccived money for its study of the Buffalo
City Hospital, it would not have been fres to make some of the statements which
wers finally included in the report. He felt that, as a general rule, as much
work as possible should be done for other organizations, but that bureaus
should not in any way obligate themselves with regard to the results of their
studies, He also said that the Buffalo Bureau has taken definite stands at
times on political motters, whon the questions before the public were related
to the charocter of the city administration, or involved fundamental principlas
of good government. One such matter was Amendment No, 1 to the New York state
constitution, which was before tho electorate on referendum at the last state
election, and which the Buffalo Bureau opposed. He felt that in such matters
bureaus could, and should, stand shoulder to sheulder with civic organizations.

Charles R. Dalton, Rochester Bureau of Municipal Research, asked
whether staff members should serve on official committecs, and whether the
buresau should stand behind its staff members serving in such positions. Mr.
Beyer replied that he believed that it would be all right to serve on such
committees, but that ihe experience of the Philadelphia Bureau had been that
any action by such a committee should net bind the whole bureau. The bureau
must considor itself absolutely free in all such cases,

John C., Davis, Citizons Bureau of Milwaukee, said that his organiza-
tion had followed neither rule at all times, but had let circumstances govern
its actions. Many times the bureau had held itself sloef, but in a recent
playground project it had joined with other civic organizations in making a
public appesl for a proposed bond issue,

Albert H. Hall, Schenectady Bureau of Municipal Rescarch, made the
point that Schenectady might be called a “two-industry town," and that there-
tore the bureau cooporated with practically every group. Members of its board
of trustecs served on the boards of practically all other important civie
groups. The bureau, he said, had coopsrated on several occasions with the
Chamber of Commerce, without definitely allighang itself with chamber policies.

The chairman thoen called upon Russell Forbes, sccretary-irsasurer of
the Association, for his roport.
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REPORT ON THE WORK OF THE GOVERNMENTAL RESEARCH ASSOCIATICN
from October 1, 1928 to November 1, 1929 *
By Russell Forbes, secretary-treasurer

This report covers the work of the past thirteen months, for the
period from October 1, 1928 to November 1, 1929, During this peried the total
membership of the Association remained stationary., At the present time we have
121 members, of which 111 are active members and 10 are associate members. This
membership represents 47 research organizations, or about 50 per cent of the
total research agencies of the United States and Canada., We have enrolled in
our ranks the staff members of practically all the large and active research
establishments.

Increased Dues

At our last annual meeting, we discussed the proposal of increasing
the duss for active members, In accordance with the motion passed at that
meeting, the executive committee submittsd to referendum vote in November, 1928,
a proposal to change Article IV of the constitution with reference to annual
dues. The proposed change carried by a large majority. The active membership
dues were increased from $10 to a minimum payment of $25 per year, with the
provision that any orgenization subscribing for mere than two memberships would
continue to pay at the fermer rate of $10 per member per year. In effect, this
change in membership dues increased the contribution of the smaller member
organizations, The change was based on the assumption that the smaller organ-
ization derives a greater bencfit from the work of the sccretariat than the
larger organization, which maintains its own library facilities.

It is encouraging to note that under the new schedule of dues the
membership remained the same as last year. As shown by the auditor's report,
the receipts from dues for 1929 totaled $1,650, an increase of $456 over 1928
receipts from this source., The auditing committee's roport will suggest a
change in the basis of voting, which it is believed will bs more equitable.

Services to Members

The Assaciation's hsadquarters and central library sre meintained in
connection with the Municipal Administration Service. The Service is adwmin-
isterod by a governing committee representing the National Municipal League,
the Governmental Research Association, and the International City Managers'
Association. The Association's centrzl library is maintainsd at the secretariat.
A complete file is kept of every availeble past and current report of all re-
search agencies. These reports, as well as other authoritative data on any
particular subject, are loaned to member bureaus and to interested individuals
and organizatiocns in response to0 specific requests. The staff of the Municipal
Administration Service carry on the secretarial work for ths Governmental Re-
search Association without any charge. The only cost to the Association is for
stationery, postage, and miscsllaneous printing.

During the past year, 93 requests for technical information which re-
quired special study and report were received from members of the Association.
Many of these inquiries were sent in by member organizations when they wers
about to initiate new research projects. By supplying these organizations with
the litsrature already available from other research bursaus, a considerable



amount of overlapping and duplication of effort was eliminated. Member organ-
izations are urged to avail themselves of our servico to an even greater extent
than they have in the past.

All member organizations receive the various publications of the
Municipal Administration Service as they are issued, These publications, are,
we hope, of considerable value to the researchers.

New Ressarch Agencies

During the past year the following eight new raosearch organizations
wers established:

Providence Budget Commission for Capital Expenditures, Providence, R.I.
People's Association of Delaware County, Upper Darby, Pa.

The Good Government League of Fort Worth, Toxas.

Citizens' and Taxpayers' League of Buncombe County, Asheville, N.C.
Taxpayers' Research Association of Nebraska, Omaha, Neb,

Taxpayers' Protective Association of Arkanses, Little Rock, Ark.

Bureau of Public Research, Jacksonville, Fla,

Taxpayers' Association of Wyoming Valley, Wilkes~Barre, Pa.

The Providence Budget Commission for Capital Expenditures, and the
Good Government League of Fort Worth, Texas, immediately took out membership in
the Governmental Research Association. The other new organizations have not
yet enrolled in our ranks. In addition to the above, we supplied advice and
literature on the benefits of research to three other cities where research
oerganizations are in the process of establishmont.

On several occasions during the past year, the secretary has been
asked to recommend researchers to fill vacancies occurring in research bureaus,
or to fill direotorships of newly-created agencies. For this purpose our card
file, showing the training, experience, nnd service record of all the active
members of the Association, has been invaluable. This card record has been
compiled and is maintained in the secretariat to assist in bringing together
the manless job and the jobless man,

Publications

The secretary edits each month the section of "Governmental Research
Association Notes" which are published in the National Municipzl Review. These
notes are reprinted each month to the number of 500 and are sent to trustecs
and boards of directors of most of the member organizations. These reprints
tell of the work of research organizations in various parts of the country and
help to keep alive the interest of the trustees in the work of their own local
organizations, It is believsed that the small expenditure involved in the
distribution of these reprints is a sound investment,

The arrangement with the National Municipal League, whersby sach mem-
ber of the Governmental Research Association holds membership in the League and
receives a subscription to the Wational Municipal Review, has been continued
during the past year. By special arrangement with the National Municipal
League, a bulk subscription is granted to the Association at the rate of $3 per
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member per year., This arrangement enables the staff member in the large re-
search establishment to receive individual copies of the League publications
while they are still current, thus avoiding the delay which often occurs when
guch publications zre routed from onc staff member to another. It is believed
that this cooperative plan is mutually beneficial to both eorganizations.

During the past year we distributed aobout 300 copies of our pamphlet,
Twenty Years of Municipal Research, and approximately 1,000 copies of our
pamphlet, The Credentials of Governmental Research, Those were used in the
promotion of new research bureaus and in response to requosts for individual
copies from interested citizens and organizations,

During the past year the secretary has completed the compilation and
editing of a History of the Governmental Research Conference from its origin in
1914 to the year 1925. This history will preserve in permanent form the facts
about the early yearz of the research movement, which have hitherto existed
only in the memories of those who actively participated., This volume has besn
typewritten and copies have bean placed in the Library of Congress and in the
libraries of the Association and of scveral of the larger research burezus. A
copy will be loaned to any momber bureau for examination upon request.

Finances

The trsasurer's report last yecar showed a balance of $24.28 on October
1, 1928. The treasurer's report for the year ending October 1, 1929, shows a
balance of $400,75. This is the result of sconomy and retrenchment. The cost
of mimeographing the annual Proceedings for 1928 was about one-fourth of the
cost of the 1927 Procecedings. The reduction in cost was made possible by the
substitution of a Brief summary instead of stenographic reports of the dis-
cussion at all convention sessions. BSince last year's plan seems to have met
with no opposition, the plan will be continued this year, From this yoar's
income was paid, also, the publishing costz of The Credentials of Governmental
Research which totaled $439.05.

Recommendations for Future Policies

I would recommend that the Governmental Research Association, either
through its member organizations or from the Association treasury, mske an
annual contribution to the support of the Municipal Administration Service.

As pointed out above, the service is directed by a governing committee repre-
senting not only this Association, but the National Municipal League and the
International City Managers' Associstion. All the members of this Association,
all the members of the City Managers' Association, 2nd 500 members of the
Notional Municipal League receive the publications of the Municipal Administra-
tion Service as they are issued, But the Service acts also as tho secretariat
for the Governmentzl Research Association. On the most conservative estimate,
the maintenance of the secretarial work for this Association costs the Municipal
Administration Service at leazst $1,200 a year,

During the past year several of the individual lsagues of municipal-
ities have contributed a total of $560 to the budget of the Municipzl Adminis-
tration Service. During the financial crisis of the past swmmer, various
bureaus of municipal research contributed a total of $825 to onable us to end
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the yesar with a surplus and thus become eligible for a renewed grant of the
Spolman Fund of New York. The grant of $15,000 per year from the Spelman Fund
is contingent upon our raising money from other sources, If the Governmentzl
Research Associztion would make a contribution either from the Association
treasury, or from individuwal bureaus, it would help the Municipal Administra-~
tion Service to “make both ends meet."

Your secretary strongly recommends that the executive Ttommitiee ap-
point three members, to serve as a program commitiec in connection with the
next year's annual meeting. The present practice of making the secretary
assume the full burden of proeparing the convention program is harmful beth te
the secrestary and to the Association. The convention program would probably
be more satisfactory to the members of the Association if it wsre arranged by
a commitiees instead of by one person,

In an assgociation like ours, the secretaryship is an honor which I
believe should be passed around and not retained in the hands of one individual,
I beceme secretary more or less by default in February, 1927, when I was
appointed director of the Municipal Administration Service.

In conclusion, let me state that I am ready to resign the secretzry-
ship at any time if any of our members think that I am ecarrying on this work
for my own selfish aggrandizement. Although I have enjoyed tho secretarial
work immensely, I stand ready to give it up whenever it is the wish of the
Association that the secretaryship be moved elsewhere from its present
quartars.

Respectfully submitted,

(signed) RUSSELL FORBES
Secretary.



TREASURER'S REPORT
Mr. Forbes then rcad his report as treasurer, as follows:

COVERNMENT:RL RESELRCH ASSOCIATION

Cash Statement
for the poriod

from October 1, 1928 to October 1, 1929.

Balovics: Oukobar 1, 1928, cvsivmempnnanuernerenepnesannbabs bbadss e snsmassy D40
Cash Receipts as follows:

19239 Duelisissssisinsimaamrasassmvareesnvvoveise « 169000
Sale of 1928 Prﬂceadings,...................-..... BB.DO
Sale of 20 Yezors of kunicipal Researchesscsscceases 21.75
Sale of Credentials of Governmental Resvcarch...... 163.08

Total receipts $1922,.80
Disbursements as follows:

Publication of 1928 Proceedings, as follows:
TYDERE o wo vscamwms wnine ges sl - Sde T
Mimoographingeeasesrsevea.. 370,36
Total for publication..ccsessseconsaresch 402,08
Printing Credentials of Governmental Research..... 439.05
Subscriptions to National Municipal Review,....... 300,00
Roprints, Governmental Research Associztion Notes., 112.40
Station@ry and miscellﬁneous printing...-...-.-o.- 187.37
Postagelllol-.-U-cln-on-l-..ol...ulltlllltlllt.ll' 94.00
Miscellanauus...........................-a........ 11.45

$1546.33
Excess of receipts over disbursementS..csicescscvecscsoscsscssscoscaoes -$376.47

Balance in bﬁ-nk OGtObal‘ 1. 1929I.lII.II.‘.....C"..l........"ll.l.'l..$400-?5

(signed) RUSSELL FORBES
Secretary-Treasurer.
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The chairman then called for the report of the auditing committes,
which was read for the committee, its members being absent, by Mr. Forbes,

REPORT OF AUDITING CCMMITTEE

The cash statement of the secretary-treasurer for the period from
October 1, 1928 to October 1, 1929, has been compared with the books of ac-
count. The entries on the books for the items expended were checked against
the cancelled checks and the vouchsrs attached thereto and found to agree.
The aggregate expenditures reported on the statement were found to check with
the totals of the expenditurs items listed in the books, after allowancas had
been made for disbursements for the account of the Municipal Administration
Service, which until recently made certain of its transactions through the bank
account of the Governmental Research Ascociation. The bank balance to the
credit of the Governmental Research Association, reported hy the Chemical
National Bank as of September 30, 1929, (after the Municipal Administration
Service had opened its own bank account), was found to agree with the balance
reported on hand in the secretary-treasurer's statement, after allowance had
been made for one check issued but still outstanding on that date. The cash
receipts from dues and from sale of publications reported in the books were
totaled and found to agree with the totals reported in the statement.

As an independent check against the receipts frow dues, the entries on
the books were checked against the membership list as represented on the ballots
circulated for the olection of officers, and certain minor discrepancies were
disclosed. These are attributable, not to irregularities in the administration
of the Association's affairs, but rather to the following facts:

(1) that the year covered by the audit was a period of transition
from the old scale of fees to the new; and

(2) that the basis of the new fees is not clearly enough defined in
the amendment governing them,

Less because of the existence of the relatively unimportant discrepan-
cies themselves, than becauss certain gquestions were raised which have a bearing
on the policy of the Association, your audit committee has felt impelled to
summarize in broad outline the results of this portion of its audit.

The reconciliation, in summary, of the list of voting members with
the cash receipts from dues is given below. In order to present abstractly the
problems raised, the names of the organizations and of the members accredited
to them are not set forth., The organizations are grouped by size of staff, the
number of organizations in each size-group being indicated in the left-hand
column., The decidedly unusual cases are brought together in a separate group.
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:Number of organ-:Number of voting :Number of :Amount of
:izations in each:members accredited:voting members :dues paid
t81Ze=-group :t0 cach organiza- :accredited to

: stion :each size-group:

ORGANIZATIONS WITH THREE
OR MORE MEMBERS

@
B %R %k BN &8 wm  ww

5 8 : $ 90 (1)
2 7 : 14 145 (2)
4 5 : 20 200
: 3 H 4 : 4 z 40
H & g 3 s 12 : 120
Subtotal & 12 : : B8 : 595
ORGANIZATIONS WITH LESS H : -
THAN THREE MEMBERS g ¢ : :
? 10 : 2 : 20 : 250
: 24 : 1 i 24 z 600
Subtotael : 34 t : a7 : 850
UNUSUAL CASES 5 £ 3 :
- 1 : 2) $ 3
: 1 : 1) : 3 : 40 (3)
. 1 : 2 : 2 2 0 (4)
: 1 2 0 3 0 : a5 (5)
: 1 : h : 1 3 10 (8)
: (llﬁefunct] : 0 : 0 : 10
Subtotal : : g 5 3 a5
Totals . H : .
Regular members : 51 (7) . : 108 :$1,530
Associate and : ! : :
junior members : § { £
Organizations : 2 : 0 : 0 : 20
Individuals : 10 : 0 7 0 3 100
Total receipts from dues : : : :$T,850

(Numbers in parenthesos at the right of the last column are references to certain
discrepancies discussed below).

Under the new scale of memborship dues, for organizations with thrce
or more staflf members, the dues per member are ten dollars per annum; for or-
ganizations with less than three staff members, the dues per year ere fixed at
twonty-five dollars per organization, Whether or not this was the intention of
the association, this new scale of fees would seem to limit individual member-
ships to those individuals who happen to be staff members in governmental rs-
search agencies with staffs of three or more, and to require organization
memberships for research agencies with smaller staffs., This somewhat vagusly
expressed distinction is responsible for the greater part of the discrepancies
revealed by the check of receipts from membership dues against the ballot.

The discrepancies indicated on the foregoing summary are discussed in order
below:
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(1) One organization which paid ten dollars sach for nine members was
allowed eight votes, one member having withdrawn from the staff before election.

(2) One organization with eight staff members at the time the payment
was made, paid ten dollars each for seven of its members plus five dollars for
the eighth member., The eighth member had previously submitted his resignation
from the organization staff to take effect some months before the election.

The organization in question was allotted seven voting mewmbers on the ballot.
While there would seem to be no warrant in the amended scale of fees for the
acceptance of less than the full ten dollars for each member on the staff of

an organization, provided all such members were on the staff during the first
half of the fiscal year, the acceptance of this split fee did not increase the
number of voting members on the staff of this organization. To that extent the
additional five dollars was in the nature of a gift to the association. On the
other hand, the question as to whether or not membership is individual or by
organizations is brought into clear relief by this case, as will appear from
the discussion under (4) bslow.

(3) 1In another case, two closely affiliated organizations pooled their
mamberships and paid in forty dollars - ten dellars each for four voting members.
Subsequently, one of the four members left the research movement, so that the
names of only three voting members appeared on the ballot. Under a strict in-
terpretation of the new schedule of fees, sach of these organizations should
have paid twenty-five dollars in order to be entitled to either one or two
voting memberships each.

(4) The association member referred to in (2) above, one-half of whose
dues were paid by the organization from whose staff he resigned, is now on the
staff of a second organization. After the close of the period audited, he paid
the additional five dollars due on his annual membership in person, and his name
appeared on the ballot accredited to his new organizatien, The second organiza-
tion happens to have a staff of less than three members, and under the new scale
of fees should have paid twenty-five dollars for the right to have one or two
voting members in the association. As an organization it paid no dues. On the
ballot, however, it wes accredited with two voting members, the second of its
voting members having been allowed t¢ vote because of his membership at the
beginning of the year in a third organization which had paid twenty-five dollars
for the two members on its staff at the beginning of the year, This third or-
ganization in turn was accredited on the ballot with only one voting member,

(5) In the case of one organization which had paid twenty-five dollars
and certified one individual name for voting membership, no voting member is
accredited to it on the ballot. The individual whose name was originally on the
eligible list withdrew from the research organization and no new individual name

was substituted. The organization, however, is still in existence undser a new
he:ld.

{6) One organizetion which pzid its dues sarly in the present fiscal
year on the old scale of fees - ten dellars for cne member - was allowed one
vote in the elsction, although a sirict interpretation of the amended scale of
duss weould have required it to pay an additional fifteen dollars before voting.

(7) In addition to the 51 active organizations included in the summary,
three other agencies are accredited with voting memberships. In one of these
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cases, a staff member of one of the member research agencies works also for a
non-membar agency, and he is accredited jointly to both of these organizations.
In other cases, the ballot assigns two individuals, both of whom are staff
members of member organizations, not to those organizations themselves, but
otherwise - in one case to the branch of the work carried on by the member
organization to which the individual is assigned; in the other to a non-member
organization under whose auspices the work of the individual in question is
being carried on, Since the three individuals concerned are all members in
good standing of research agencies entitled to representation on the ballot,
these two non-member organizaticns and the administrative unit of ths member
organization, were ignored in the summary of organizations to whom voting
members are accredited.

It is apparent frowm the foregoing comparison of the ballot with the
receipts from membership dues that the basis of membership needs clarification.
With the exception of one case {6) above, in which because of the time of pay-
ment, a2 ten dollar individual membership fee was accepted in lieu of the
twenty~-five dollars organization fee required under the present scale, practi-
cally a&11 of the cases hinge on the guestion whether membership vests in the
organization er in the individual.

For the guidance of the secretary-treasurer in cases that may arise in
the future, the association should take steps teo clarify the situation., Among
the questions that need to be answered are these:

1. What kind of an organization is entitled to individual voting
memberships in the association?

2. What qualifications other than certification by the research agency
entitled to such individual voting memberships shall be required of the individ-
uals so certifisd? In other words, shall the director of a qualified agency
which has paid the minimum fee of iwenty-five dollars be permitted to certify,
for example, a stencgrapher as a voting member of the organization?

3. If a qualified individual withdraws from an organization which has
paid his dues, and joins the staff of another agency, otherwise qualified, which
has not paid any dues, is he entitled to the status of a veting member?

4, 1Is it proper for closely affiliated organizations to pool their
staffs in calculating the amount of their joint dues, or shall each such’ organ-
ization be liable for the winimum dues if its stafl consists of less than three
members?

5. If a one-member organization has paid its minimum dues and certi-
fied its director as its voting member in the association, and if that director
withdraws from the agency and does not assocciate himself with any other agency
eligible to membership, can that voting membership be transferred to the new
director?

Guestion 3, 4 and 5 demanded answers on the part of the secretary
during the fiscal year under discussion in this report. Questions 1 and 2 are
closely allied and may arise in critical form at any time. Steps should be
taken by the association to provide a basis on which the secretary can rely in
meeting the questions as they arise.
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In this discussion of the audit of membership dues, it has been nec-
essary to touch on certain questions of Association policy. It may not be
amiss, therefore, to carry the discussion one step further into the realm of
pure policy, on the basis of the facis disclosed by the summary table presented
above. Referring to ths sub-totals in that table, it will be observed that
twelve organizations paid $595 in dues, and were represented by 58 voting mem-
bers; and that thirty-four organizations paid $850 in dues and were represented
by 44 voting members. The five active organizations in the third group paid an
aggregate of $85 and were represented by 6 voting members. If the votes and
dues of this last group were adjusted to the basis contemplated by the recent
amendmont - in so far, at least, as we understand its meaning - and were in-
cluded in the second group; and if the discrepancies between votes and dues in
the first group were eliminated, on the assumption that all the members for
whom dues were paid in full remained in the service of their organizations
until the annual election of officers, the corrected table would stand as
follows:

Number of member : Nuwber of voting : Total dues : Dues paid for
organizations : memberships : paid : voting membership

i

Twelve with three

.
.

» mE W s

or more staff mem-: 59 . $590 $10

bers each 3 b

Thirty-nine with : 5 L

less than thres i g i

staff members 3 3 :

sach : 51 : 975 : 19 (plus)

It is conceded, of course, that the voting privilege is not the only
advantage in membership. In fact, one of the reasons advanced for the revised
schedule of dues now in force, was the argument that the organizations with
only one or two staff members availed themselves of the other privileges to a
much greater extent than did those with the larger staffs; and that therefore
a heavier scale of dues for these smaller organizations was justifiable. This
is the first year of operation under the new schedule, and its results are now
apparent for the first time. The larger orgenizations pay less than half the
dues, but have a majority of the votes. If a question werec to arise as to the
character and quality of the service to be rendered by the association to the
organizations represented by voting memberships, the smeller organizations who
are admittedly more deeply concerned with the question of service than the
larger, could muster less than half the votes, although they pay considerably
more than one half the cost of providing that service. Here is a metter of
policy disclosed by the audit which merits the closest consideration of the
association.

The questicn might ba solved by resort to weighted votes in the elec-
tions of officers and in referenda. For one-member organizations, which had
paid the minimum fee of twenty-five dollars, the ballots would, under the plan
proposed, carry a weighting of two and a half votes, and would be so marked at
the time they were mailed out to the members by the association secretary. For
two-member organizations which had paid the minimum fee, the weighting assigned
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to each of the ballots to be mailed out would similarly be placed at one and a
quarter votes,

One additional provision would have to be made in order to sefeguard
the operation of the plan - a provision which should be made either by amendment
or by administrative ruling in any event., Every member organization should be
required to certify the names ‘of its qualified voting members at the time it
pays its dues, and to notify the secretary of any changes which may occur in
the list so certified, prior to the time when the balleot must be prepared for
the annual election.

Respectfully submitted
(PHILIP H. CORNICK

(R. E. MILES
Auditing Committee

(Signed)

It was moved, seconded and carried that the reports of the secretary=
treasurer be accepted. It was moved, seconded and carried that the report of
the auditing committee be accepted in so far as it related to the audit of the
Association's accounts, and that the portions of the report dealing with dues
and membership qualifications should be refarred to the executive committee.

It was likewise moved, seconded and carried that the secretary's proposal re-
garding a program committee be referred to the executive committee.

Election of Executive Committee

At the request of the chairman, the secretary then read a letter,
dated October 29, 1929, from the Proportional Representative League, which had
counted the ballots for the election of the executive committee of the Associa-
tion., The successful candidates, in the order of their election, were as
follows: Luther Gulick, Lent D. Upson, Harry H. Freenan, John B. Blandford, Jr.
and William C. Beyer.

The meeting then adjourned.

(Discussion reported by Paul V. Betters, School of Citizenship and
Public Affairs, Syracuse Univsrsity).
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10:00 A. M.

COMMITTEE MEETINGS

While the general session was in progress, meetings of
the following committees were held:

National Committee on Municipal Reporting. (Representing the National

Municipal League, the Governmental Research Association, the Inter-
national City Managers' Association and ths American Municipal
Association., Chairman, Colonel C. O. Sherrill, city managsr,
Cincinnati; secretary, Wylie Kilpatrick. Secretary pro tem., Herman
C. Beyle, School of Citizenship and Public Affairs, Syracuse
University,

Committes on Teaching Municipal Government, National Municipal League.

Chairman, Harold ¥#. Dodds, editor, National Municipal Review; secrestary,
Joseph McGoldrick, Columbia University.

Committee on Model Election System, National Municipal League.

Chairman, Charles E, Merriam, University of Chicago; secretary,

Joseph P. Harris, University of ¥isconsin.
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12:30 P. M.

LUNCHEON SESSION

( Joint Meeting with National Municipal League and Netional Association of
Civic Secretaries)

Chairman, Charles M. Moderwell, president, Union League Club
of Chicago.

Lfter a few introductory remarks, the chairman introduced the
Hon. Charles H. Bartlett, Mayor of Evanston and president, the Illinois
Municipal League, who delivered a brief address of welcome.

The chairman then introduced the other speakers,

Address: ADVAWCES IN CITY AND COUNTY GOVERNMENT DURING THE PAST YEAR, by
Richard 8. Childs, President, National Municipal League.

(summary)

It is a far cry from the days of the old short ballot organization
and the time when citizens of Lockport, N, Y., journeyed to Staunton, Va., to
see what this new-fangled manager thing was all about, 1In those days, nobody
had heard of the short ballot; the term "city manager" was just being coined;
and only a handful of experts grubbing away in their dusty files had run across
such matters as the budget and centralized purchasing, and such tongue-twisting
phrases as scientific assessment procedure, It is even a good ways from the
adoption of the manager plan by such cities as Cleveland and Cincinnati, but
progress of the plan is being recorded not only yearly, but even monthly and
daily.

Interesting and significant are figures concerning the growth of
the manager plan. Exactly 430 American cities have adopted it, this figure
including one adoption as a result of the recent elections, New Rochells, N. Y.
As an indication of the startling rate of growth that is still continuing, 40
cities have launched governments under this plan since January, 1928, and more
than 7,000,000 persons are now living in cities governed by its provisions.

Even more significant, however, are the interest being shown in
the manager plan by metropolitan centers which, a few years ago, turned up their
neses at it as a “smell town" scheme, and the attitudes which municipalities
abroad have developed with regard te city government in America.

Philadelphia, Chicago, San Francisco, Indianapolis, and even our
national capital, Washington, are looking toward this typically American type
of government as the cure for their adwinistrative ailments.,

Requests for information on the plan pour daily into the office of

the National Municipal League. C(ities of even sa geographically distant a con-
tinent as Australia have been communicating with us during the past few months.
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Since Lord Bryce made his unsatisfactory comment on the subject
of American municipal government, Burope has been justifiably suspicious of
anything in tho way of better government emanating from this side of the
Atlantic. Perhaps the greatest stride this past year, however, from the
standpoint of the world-wide reform in this field was taken in Burope, when
Cork, Ireland, adopted the city manager plan. Not only is this prima facie
svidence of the fact that European opinion regarding what we are doing in
Awerica has changed greatly; it mezns that the "American" plan, as it is
universally fermed abroad, is likely to spread over there as has overything
else bearing the stamp "Made in America."

As to the manager plan in counties, this confercnce will make
history in this field. The model law on this subject being drafted by a com-
mittee of the National Municipal Leagus will take its place beside the model
city charter as the recognized standard for new legislation,

The county manager plan is no longer theory =-- nino counties,
four in Virginia and five in North Carolina, have a half-baked manager plan,
but are far better off than without it. How much more improved would their
condition be with a full-fledged manager plan!

In brief, the year 1928-~29 has been marked by steady progress
along every governmental battle-front. Chicage is now groping its way out of
the fog. Progress here, as shown in the convention number of the National
Municipal Review, is typical of improvements being madc in municipal government
and administration generally throughout the country,

Address: PUBLIC ADMINISTRATIOY AND RESEARCH DURING 1929, by
Luther Gulick, chairman, Governmental Resoarch
Association, and director, National Institute of
Public Administration.

For a number of years we have taken this opportunity to review
administrative progress in American government. It is worth while to pause a
moment and glance back over the problems that have heen studied, the things
that have been tried and the reforms that have been accomplished during the
past year.

I have arranged my report under the fellowing divisions: research,
civic education, administration, und publications and judicial decisions, and
shall now proceed to take up these topics in that order,

Research

It can be said more truly than ever before in our history as a
nation that we are adopting the habit of research in dealing with povernmental
policy and governmmental administration. As evidence I point to the unexampled
number of governmental commissions and private research groups at work today
with research staffs of trained and experienced investigators, To mention but
a few of these, we have first of all President Hoover's Commission on Law
Observance and Enforcement and his forthcoming conferencc on child welfare,
both of which are relying upon careful study of the situation by experts.
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During theo year, in Ohio, Delaware, Missouri, California and Wew
Jersey, extensive surveys have been carried on for governors and legislatures
by impartial professional staffs. In Wisconsin, a new governor has virtually
set up a research bureau within his executive office to deal with state adminis-
tration. Faced with the problems of old age dependency and the breakdown of
public utility rcgulation, the state of New York has created two important
commissions, both of which have selected professional research staffs, without
regard to politics, to bring forward all available facts bearing upon the
questions at issue, In New York definite research divisions are maintained in
at least three of the important state departments, snd a unique experiment is
being made by the tax department which awards fellcwships each year for research
in tax problems to four graduate students nominated by the leading Eastern
universities. There is, of course, no need of referring to the increasing
volume of governmental research projected or underwritten by the research
bureaus, the great universities, the Social Science Research Council, the
Spelman Fund, and the other socialized foundations of this country.

The establishment, at Harvard, of a graduate professional school
of city planning is a matter of note. The function of this school is not only
to train men as professicnal city planners but also to influence those who are
going to be architects, engineers, or civic leaders so that they may understand
city planning and prove effective as citizen leaders in their own communities.
The school will serve as a research and publication center in city and regional
planning.

Such investigations as the police survey which is now going on in
Chicago and the study of purchasing procedure in the Borough of Queens, New
York, at the beginning of this year, indicate that even the mest harrassed
political of ficials are coming to realize that there is no problem which cannot
be solved better after the facts are known. With the year 1929, I think we can
record the fact that we haveo, as 2 nation, adopted in conspicuous degree ths
habit of research. This is a milestone in our progress,

Civic Education

There has never been a year more crowded with significant examples
of civic and administrative education in the affairs of state and local govern-
ment. Educational institutes on state and local government were conducted at
Buffalo University, Norwich University, and the University of Virginia. The
League of Women Voters has carried on institutes, especially in Missouri and
New York, and the League for Industrial Democracy organized a summer school
this year on “The Municipal Program." The most notable municipal exhibit of
the year for citizen education was that arranged in Los Angeles. The New York
State Conference of Mayors and the Schenectady Burcau of Municipal Research
went on the air with an extensive and well planned radio program of statewido
education in city affairs., In Cincinnati, 2 conference on county government
was held by the League of Women Voters and other civic groups.

Educational institutes and conferences for public officials have
never: been more extensively attended than during this year. The most complete
program, and the most widely attended, is that ofifered by the University of
Southern California whers the curriculum is largely arranged and conducted by
and for public officials, The New York State Confersnce of Mayors conducted
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twelve zone police schools with an attendance of 2,062 men, and the police
school in New Jersey organized by the state police and the League of New Jersey
Municipalities continued in operation. The University of Chicago is now con-
ducting an important police conference, I believe it can be said honestly that
the annual conventions and committee work of the several stote leapues of
municipalities are from year to year becoming increasingly iwportant as agenocies
of official education and administrative reform.

The investigation of power propaganda, of the battleship lobby
and the tariff lobby in Washington have also contributed to the education of
the American peopla. They point to the need of a thoroughgoing study of
legislative processes not only in Washington, but, perhaps evsn more urgently,
in our state and municipal povernments., In the past we have devoted a dis-
proportionate amount of attention to the administrative side of government.

Publiec Administration

The most important single piece of work for the advance of admin-
istration this past year is without doubt the uniform crime reporting system
and guide for police reports drawn up under the zuspices of the International
Association of Chiefs of Police. The plans worked out are the result of broad
research, keen analysis, full recognition of practienl and technical problems
and the cooperation of administraters and experts. California, New York and
other stetes, and several cities are already going ahead with the program, 1
know of no piece of work which exemplifies more completely the objective of the
governmental research movement,

The art of city reporting has been definitely advanced, especially
through the model reports issued by Syracuse and Cincinnati, by Ridley's report-
ing standards, and by Kilpatrick's suggestions. I do not believe, however, that
reporting can be improved in any marked degree from this point on without the
development of measurement standards,

Wisconsin and California have made the greatest administrative
progress among the states during the current year. After a generation of ex-
perience, Wisconsin, under the leadership of a business governor, is abandoning
government by commission, which has long since been discarded by the cities as
an inefficient form of organization for carrying on routine administrative work,
and is moving toward an integrated executive government, with the executive
budget, centralized purchasing and a director of personnel. California's tax
program and introduction of a2 personnel manager are also of special note.

Year by year county government receives increasing attention. The
governors of half a dozen states, including New York and Michigan, have recom-
mended county reorganization and conselidation. WNoftable studies of county
administration have appecared, especially in North Carolina, in Michigan and in
Ohio. The process of merging county scrvices has gone forward in Virginia,
where we now have, in addition to consclidated county school and engineering
service, the first consolidated county poor homes and heospitals. Virginia and
North Carolina are also experimenting with variations of the manager form of
government. Wayne County, Michigan, has workcd out the first ten=-year county
improvement budget, a step which has also besn taken this year by Schenectady
and Syracuse, and by the state of Michigan with the staff assistance af the
local bureaus of research,
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The organization of the department of hospitals in New York City
to taks over the control of five independent units carries into effect ono of
the longest standing suggestions of the New York Bureau, Mayor Mitchel, charter
commissions, and the civic organizations. It is a feather in Mayor Walkcer's
Cap -

The reassessment in Chicago is a large adwinistrative accomplish-
ment, though I am inclined to rate its importance very much higher as a civic
achicvement,

San Francisco has reclassified and standardized the salaries of
its 5,200 city employees with the active assistance of the San Francisco Buroau.

Ae live in z day of industrial, commercinl and financial nergers.
It is not strunge, then, that expanding and contiguous cities and arsas are much
in tho limelight now with consolidntion plans. The most notable this year is
Pittsburgh, where 122 governmental units, though failing to get together on
their first vote, are still working over the blusprints. Plans z2re also under
way for a San Francisco-San Mateo morger, and Now York, St. Louis and Cleveland
are studying their onvironmentzl problems. Lany smaller citics are pgoing
through the same growing pains, as in the Caldwells in New Jersey, and the
Tarrytowns in New York,

I wish it were possible in this annual review to do justice to
the unspectacular and routine accomplishicents of public of ficials and burszu of
resesrch in all the fields of public admiristration. For example, I would like
to tell of better budgets, new accounting systoms, and economies of administra-
tion. I would likec to ezplain hos the Akron Bureau brought the tax ratc down
$1.12 per thousand and how the Schenectzdy Buroczu secursd a cut of 94 cents in
the tax rate without in any way curtailing service. But it is obvicusly im=-
possible to cover 21l these matters in one brief report.

Publications

Buck's new book Public Budgeting ~nd Forbe's Governmental
Purchasing are both impartant trestises and manuals of administration. The
great work, The Regional Plan of New York and its Environs, to which tho Russell
Sage FoundetYon dovoted seven years and $1,000,000 will form the busis of Now
York's governmental thinking for = generation to come. Robert cnd Helen Lynd's
Middlotown is the first successful zpprozch to the integrazted survey which Dr.
Chirles R, Beard outlined over a decade ago. Pzoul W, Woger has turmed in o fine
wvorkmanlike job in his County Government in North Carolina., It is a real con-
tribution. Among the monographs are to be noted thosc of the Municipal Adminis-
tration Service, the United States Chambaor of Commorce, and the Nationcl League
of Women Voters. Charles E. Merriam's Chiczgo and Mayo Fesler's Fivoe Ysars of
City Managor Government in Cleveland hcVe nationwide valus. I thInk our
journals of public administration have improved during the past year, This is
cartainly true of the Nationel Munieipal Review which continues to be the
cleuring house of govornmental rcform; of the city managers' Public danagoment,
and of the American City, John Bauer's department on public utilitices in tho
Review should bo syndicated to every independent pzper in the land., I think it
s at the same time thc scnest and most expert running commentary on utility
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questions appearing in the country. I cannot conclude this brief listing with-
out mentioning the University of Chicago's studies in the making of citizens in
foreign lands and the significant series on human migration which is going
forward under the aegis of the Sacial Scisnce Research Council and the expansion
of the United States Dzily to include of ficial state news.

Judicial Decisions

Though this is not the place to review the judicial decisions of
the yeer, I cannot refrain from mentioning the 0'Fallon case, which may pro-
foundly effect the future regulation and public ownership of utilities; the case
of Cincinnati v. Vespers, which may be the evensong of excess condemnation; the
recaent Indiana decision, which sabotages the Indianepolis city manager charter;
and finally legislative and legal controversy over the executive budget in New
York State. The implications of these decisions are of deep significance.

This report is of necessity little more than a sketch. Na onc
man is competent to survey the entire field nor to evaluatse all of the work
that has been done. We ars at all events too close to the picture to make an
estimate on the final volue of thae activities and events I have recorded here.

Address: ADVANCES IN GOVERNMENT DURING THE PAST YEAR, by
Leo Tiefenthaler, president, National Association
of Civic Secretaries,

(Summary)

One of the most encouraging developments in city government within
the last few years is the long-term improvement program. Annual budgets and
work programs for cities have long since become established facts, and the
tendency now is swinging toward work programs and budgets for longer terms --
five and ten years. Within the laost year, particularly, the reports of civic
agencies throughout the country bristle with references to programs of this
kind adopted or undsr contemplation.

Business groups are beginning to ask what the tax rate will be a
few years from now, and tax payers are becoming loath to approve bond issues
unless they recognize them as part of a comprehensive plan. Long-tern programs
for the erection of school buildings or for the development of playground
systems, with the corresponding financial programs, have been readily accepted
by the voters, The present movement, however, contemplates a program for all
the large capital expenditures which a city will face within a2 pericd of years.

The significant thing about this movement is that our governments
are beginning to think not only in terms of o single ycar, but of a span of
years. Thers are so many worthy projects confronting our cities that it is
difficult to endorse this or that vroject except as it is compared with other
projects of importance, and a long-term program is a means for establishing
such comparisons and giving ezch individual project its proper precedence.

The meeting then adjournsed.
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2:30 P. M.

GROUP SESSIONS

1. Financial Statistics of Cities and States.

Chairman, Russell Ramsey, director, Taxpayers' Research League
of Delawsre, and chairman, Association committee on the subject.

Address: WEAKNESSES OF COMPILED FINANCIAL STATISTICS OF CITIES AND
STATES, AS PUBLISHED BY THE FEDERAL CENSUS BUREAU, by
T. David Zukerman, director, Political Research Bureau
of New York.

(Surmary)

Governments differ from business enterprises in that they exist
not for the sake of making profits, but rather for the purpose of furnishing
service to residents and citizens at their o¥n ultimate expense. There is no
net income secured under competitive conditions to act as a guide to opsrating
efficiency. FEach administration has a monopoly within its own territory.
Hence comparisons with others furnishing similar services and facilities else-
where are needed as a guide to the quality and amount of service and the cost
thereof .

The dif ficulty with most of the "statistics" furnished is that
they are not really statistics, but merely transcriptions of the accounts, and
hence include much of no real interest or use to those getting them., Financial
statistics, to be of valus, must be interpretive of the facts of administration.
Otherwise they will not serve their intended use as guides for the determination
of financial policies.

Apart from that, the chief weakness of the statistics generally
available is the result of the use of "receipt and disbursement" accounting.
Instead, an effort should be mede to reach some approximation of “accrual™
accounting. City administrators need the same general facts that are generally
secured in business, and insisted on for public utilities wherevsr regulated.
This necessitates separation of current from capital accounts. The Census
Bureau's definitions of "revenue receipts" as thosse which increase assests while
not increasing debt liabilities, and of "governmental-cost payments" as those
which result in a decrease of the net value of municipal assets, while apparently
sound, are at the root of most of the trouble, because of the confusion of
current and capital funds.

The Bureau classifies pension installments paid by employees,
interest on sinking funds and trust funds, interest on bank balances of these
funds, etc., as well as receipts from the sale of capital assets, as governmental
receipts, although they 2re not such - they are not revenue. Similarly, expend-
itures from loan funds are considered governmental-cost payments and set up elong
with other co3sis, egainst the revenues, when what is more important is to show
separately current and capital receipts, and operating stetements. All transfers
are considered “non-revenue" if receipts, and "non-governmental costs" if
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expenditures. Actually, they may be otherwise,

For example, sinkirg-fund installments transferred from appropri-
ation funds into the sinking funds, and redemption charges transferred from
appropriation funds to redeem bonds reposing in the sinking funds are actually
"governmental-cost payments." Similarly, interest transferred from appropria-
tion funds to +the sinking funds, because they are paid on bonds purchased by
the sinking funds for investment, ere actually "governmental-cost payments."

Expenditures for current purposes should compare to some degree
with the current operating budget, if complete and current receipts should jibe
with the revenue sources used to finance the budget, It is suggested that the
statistics compiled by Massachusetts be used as a guide for the immediate
future and as a basis on which to build further.

Address: THE DISTRIBUTION OF FIilANCIAL STATISTICS OF CITIES,
by Herbert Wilson, Brockings Institution.

(Summary)

The mimeographed press release issued for each city, as soon as
its figures have been worked by the Census Bureau, carries at the bottom these
paragraphs:

“The Bureau of the Census advocates a simple, logical and compre-
hensive classification of accounts, the use of which would permit obtaining
readily accurate and comparable data."

"It requires only that the accounting official segregate receipts
and payments under proper headings, showing the sources of revenue and objects

of expenditure. This can be done in any city without changing the present
system of accounting."

"The cooperation of city officials in establishing a uniform
classification of accounts would mako it possible for the Bureau, without
greatly increasing expenditures, to collect statistics on this important
subject for practically all cities in the United States."

But we must not look to ths Census Bureau to devise uniform
systems and issue a manual of accounting and reporting procedure. A number of
federal ,bureaus and commissions publish and recommend particular accounting
systems for particular lines of endeavor. The Census Bureau does not. It is a
strictly uni-functional service, having for its only duty the collection, com-
pilation, and publication of statistics. The statistics are not incident or
preliminary to any other duties; they are the sole end in themselves.

We, as a committee, need first to attempt to put ourselves in the
attitude of the users of these statistics. Having accomplished that, we should
consider their improvement.
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Improvement is needed in the fellowing respects:

{(a) Treatment of proceeds fromw loans.

(b) Treatment of revenue-producing enterprises.
(c) Addition of unit costs, which are financial
facts, coordinated with physical facts.

(d) Functional presentation.
(e) Information summary reports.

In a discussion of Mr, Wilson's paper, Morris Edwards, United
States Chamber of Commerce, sxplained why the delay of approximately two years
in publishing the report is unavoidable. The Government Printing office must
defer all reports, statistics and similar data until Congress adjourns. All
printing is held over until Congressmen have all of their speeches, bulletins
and similar literature off the press.

Carter W. Atkins, director, St. Louis Bureau of Municipal Research,
discussed his efforts to use the report of these statistics for St. Louis.
Severel years ago, in compiling some statistics, an effort was made to reconcile
the comptroller's report with the figures reported in Financial Statistics of
Cities. It was found impossible to make the two reports check.

Similar conditions are found in many cities, said Mr. Atkins.
They are due to the rather arbitrary decisions which must be made by the
accountants for the Bureau of the Census in classifying the accounts for
Financial Statistics of Cities. The instructions issued to them are neither
clear nor 1nclusive, and the accountants must interpret them in the best manner
possible. Apparently, no notes are made to aid in tracing through various
items, nor is a report made explaining the classifications for each particular
city. In this way, it is doubtful if succeeding reports are exactly comparable.

The per capita costs are not adequate without knowing local con-
ditions. For instance, in 3t. Louis, the city does much institutional work
which elsewhere is handled by counties. Furthermore, St. Louis is a county in
itself, which makes the figures not exactly comparable. This condition is
difficult to correct in any stetistical compilation,

Mr. Atkins expressed doubt if any gain would result from breaking
down further the present classificztions for capital improvement costs and
maintenance. Further detail than at present recorded would only add to the
difficulties of preparation and would prevent comparison with other cities.

The two questions confronting the committee are: (1) What do
users demand of the report; and (2) How can the procedures be changed so that
the reports can be placed in the hands of the users soon enough to be of value?

Mr, Zukerman explained in detail the errors in Financial Statistics

of Cities, in reporting New York City. His suggestions were: (1} that the
classification of the budget and the classification of accounts should be the
same; and (2) that there should be a distinct separation of capital and main-
tenance items, especially in regard to the cost of debi. The present reports
give the cpening and closing balancss which are not statistics, but accounting
information, and hence of no value in a volume of statistics of cities.
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Mr. Atkins, in commentinz on this, said he had experienced diffi-
culty in finding the reasons for the transfers of revenue. Many of them were
for accounting purposes only, and did not give any statistical information. It
was thought that, unless the Bureau of the Census could justify the information
ghown in Table 2 of Financial Statistics of Cities, it could well be delsted as
confusing, and not sirictly statistical in nature.

The discussion brought out the difficultiss which the accounts
of the Bureau of the Census experience, due to faulty accounting methods of the
cities reported. Mr. Wilson explained that the Bureau could not be charged with
erronecus reporting when the accounting system and reports of the city were
faulty. The Bureau has always sought the cocperation of the comptrollers'
association and like bodies in preparation of the schedules used in reporting
the statistics.

Morris Edwards said that the most serious criticisms which the
United States Chamber of Commerce made of Financial Statistics of Cities were:

1. The difficulty in distinguishing the difference betwean
governmental costs and non-governmental costs, as now defined.

2., The delay in printing, which does not meke the statistics
available until long after their chief usefullness has passed,

3. More data could be supplied concerning capital costs be-
cause it is this item which interests most business men in city affairs.

4, There is a dearth of explanatory detail which should be
available to the accountants securing the data., For instance, does
the §1,000,000 spent upon schocls in one city cover the same service
reported in another?

5. The debt figures are difficult to interpret. For instance,
Cincinnati’s debt includes the bonds for a railroad company, which are self-
sustaining. The debt figures could well be separated, as in C, E. Rightor's
cowmpilations of debt, eppearing annually in the National Municipal Review.

George M. Link, secretary, Board of Estimate and Taxation,
Minneapolis, spoke of the difficulties which beset the field accountants of
the Bureau. All of Minneapolis' bonds are issued as "permanent improvement
bonds" with no designation as to the use for which money is spent. In separating
some issues, Mr. Link worked with an eccountant of the Bureau. He went over the
instructions and then came to the conclusion that the bonds c¢ould well be in-
cluded in either of two catagories. The same is true of the floating debt
which, in the case of Minneapolis, can easily be confused with the permanent
debt, aeccording to the definitions set up. These definitions should be edited
to make them intelligible,

Harold A. Stone, California Taxpayers' Association, said that his
organization had found it impossible to reconcile Financial Statistics of Cities
with the city comptrollers' reports, even with the work sheets of the Bureau of
Census in front of them, hen desiring figures for certain cities they woarked
up their own data and discarded all reports of the Census Bureau. Mr. Stone
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also spoke of the unreliability of the population figures, as ostimated by the
Bureau of Census. He preferred to use estimates based on public utilities,

such as the relation of the population figures to meter sets, consumption of
water, etc. In the discussion following this statement, it was found that there
is 2lmost no reliable base for population figures. Various bases, such as
school population, garbage and waste disposal, meter sets, etc., and the data
furnished by the post office, are being used. In Cincinnati, this last base

was used, and found to check closely with tho estimate of population by the
Bureau of Census.

The discussion disclosed the difficulty of comparing the costs of
one activity of government in one city with a similar one in a distant city.
Cities are not comparable either in thc quality of service furnished, nor in
the quantity necessary due to local conditions. Apparently the greatest use of
statistics is the trends in governmental costs over a term of years; costs of
government advance and each city should conform to this general trend.

Geoffrey T. Bailey, London, England, spoke of the English practice
of reporting unit costs.

At a meeting following the general discussion, it was agreed that
the next steps of the committee should be to prepare specimen headings for
reporting the statistics, and to arrange some definitions for the report which
would be understandable, simple, and- yet inclusive.

The meeting then adjourned.
(Reported by Russell Ramsey, chairman of the meeting,

and J, M. Leonard, Detroit Bureau of Governmental
Research).

2. The Research 8taff and the Board of Directors or Trustees

Chairman, Lent D. Upson, director, Detroit Bureau of Governmental
Research.

Address: THE RESEARCH STAFF WD THE BOARD OF DIRECTORS, by
Harry H. Freeman, director, Buffalo Municipal
Research Bureau.

In order that I might have for this subject a larger background
than my own experience affords, I solicited pertinent information from about a
dozen bureau directors. From the data thus furnished I have attempted to
formulate certain questions and supply the answers. But I would ask you first
to consider the information rsceived,

I wanted to know the kind of men who constituted the governing
boards, what they represented, how often they met, what euthority they exercised,
how much they cazme into contact with the director and the research staff, and
whether they were passably interested in the bureau's work, fairly well inter-
ested, or intensely interested,



Organization and Make-Up of Boards

In general, I found the boerds to be groups of men, varying in
number from 2 half dozen to as many as twenty-seven, who have been carefully
selected to represent definite commercial, professional, industrial or civic
interests of the community. They are, as & rule, men whose names are well
known to the people at large. Individually, and as'a group, they give standing
or backing to the organization before the public. In fact, a majority of the
bureaus have certain trustees whose chisf value to the organization lies in
precisely that thing -- their names as trustees are particularly valuable.
Their actual contribution to bureau work and operation in tiwe or counsel is
negligible. In one city, at least itwo such trustees had not attended a meeting
of the board in over two years. They may properly be classified, and this
without disparagment to the eminent gentlemen, and "window dressing." 1In one
city, "only four times a year;" in another "about five or six times a year."
Several bureaus have special meetings as special occasiens may require. Some
have few such meetings. One bureau had about “one 2 year," and the number
varies from that to an organization credited with 71 regular and special meet-
ings in eighteen months' time. A board that averaged one meeting per woek for
a year and 2 half is, I believe, a record. I have always assumed that every
bureau had an executive committee which met in emergencies upon call and which
carried the burden of work between regular meetings of the entire board, but I
was eurprised to learn that a number of organizations have no such committes;
that several burseus have executive committeses that seldom meet; and that in
others its place is considered as taken by officers of the bureau who occasion-
ally “drep in."

The function or work of the boards varied greatly both as to
initiating work and to action taken upon completed work or reports. As a rule,
the approval by the board of a contemplated undertaking was secured before the
work was begun. In one case, however, a director reported as proceeding upon
his own initiative, while another said, “"We don't wait for authorization - we
get it later." When work has been completed and reports prepared, there is
usually some consideration by the board. In a few bureaus the report is first
reviewed by a committee that later reports to the board; in several bureaus
gvery member of the board iz furnished with "advance copies" of all major
reports which finally are passed upon by the board; in one case, the bureau
director "verbally sketches" for his trustees who are busy men and anxious to
get away, the salient points about all important work that the bureau has done.

While it is not usually the case, I found a few organizations
that had special committees composed of directors or trusitees in charge of
special subjects, Thus, the S8t. Paul bureau has special committees on finance,
public works, schoels, public safety, and welfare, The Schenectady Bureau uses
special committees on personnel, membership, budget, auditing, publicity and
nominations, and for each study undertaken by the bureau a special committee is
created to supervise ths weork.

On the question as to whether or not staff members attend meetings
of the board, the general rule seems ta be that only the director of the bureau
is present. 1In Schenectady, however, "members of the staff are always present
at all meetings." In a number of organizations, staff members are present only
when their particular study or report is under consideration. One bureau

mdd -



reported staff members present at meetings "frequently;" several as "never."

fhat degree of interest do directors or trustees take in the
operation and work of the bursau? It is a rather ticklish question, for no
bureau director would care to report his board as not particularly interssted.
Nons of them did, The majority reported their directors or trustees as "fairly
well interested" and in nearly every case it was indicated that a faew directors
or trustees were "intensely interested."

As to what has been done to arouse and maintain the interest of
directors or trustees in bureau work, the answers ranged from “nothing at all,”
and "the work seems sufficient," to evidence that some bureau heads considar it
one of their major problems and have given considerable thought to it. Furnish-
ing weekly or monthly letters and progress reports; seeking out certain directors
or trustees to obtain personal advice, giving directors specific tasks to per-
form; sending them reports of the work performed by other bureaus or on civie
projects under way in other cities; occasional luncheons to entertain local
officials or some official from another city -- all these have been usea. The
director of one bureau explained in detail a plan he has carefully followed for
several years. He sees that his trustees are identified prominently with all
important civic undertakings and that in them they take a lsading part, thus
quickening their own interest as well as establishing close bureau contact with
all such major movements.

From the evidence presented, a number of interesting questions
suggest themselves as to the most effective relationship between ths ressarch
staff and the governing board. I am willing to frame these questicns and
attempt an answer only because I feel that in the discussion to follow they
will be subjected to the ssarching critical analysis and perhaps caustic
comment which I know from experisence this group is capable of making.

Who should compose the board of directors or trustees?

The answer seems simple enough and probably is., I would say men
who are truly reoresentative of the city's business, professional, industrial
and civic interests. Should labor be represented? My own feeling is that it
should be, but our experience in Bufialo does not suppert my viewpoint. Two
representatives of labor on our first board of directors resigned after the
bursau publicly opposed the granting of an increase from 50 cents fto 65 cents
per hoeur for common labor by city employees on the ground that 40, 45, and 50
cents per hour was the prevailing rate in all industry throughout the city with
a good supply available. We took the stand that the city could well afford to
pay a rate somewhat above the average price, but that the proposed increase was
gxcessive and unjustifiable, The twoe members resigned on the grounds that we
were un-Amaerican in our policy and were striking at the foundations of repro-
sentative democracy. We never publicly answered the charge, but gquistly filled
their places on the board, On the other hand, this incident only shows what
might happen when any group on the board has its particular ox gored, and it
probably proves nothing.

How often should the board meet?

My own prefercnce is for regular monthly meetings, with the
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possible exception of the wonths of July and August. In Buffalo our board had
monthly meetings for the first year and a half of its existence, switching a
year ago to four quarterly meetings a year. I am of the opinion thet our
attendance and our interest was beiter when on & monthly basis.

Is "window dressing" necessary or desirable on the board?

I think so, While I appreciate the desirability of a board of
directors every member of which is interested, and as faithful as a Ratarian in
his attendance, I feel that it is practically impossible to have it, And if we
must allow for a few who are not as keen for bureau work or as active as we
would like, I prefer to have the loss compensated for by a man who looms big in
the public eyo. How much "window dressing" should be allowed depends, to my
mind, on the number of directors, and is, perhaps, & question that can only be
answered satisfactorily by c.ch bureau in the light of its own situation. The
standing in the community of the men who compose its governing board influences
greatly both the meoral and the financial position of the bureau. We must
recognize the fact that in every city there are men of high reputation who have
the city's interest at heart and are willing to lend their names and to con-
tribute liberally to the cause, but who cannot give much of their time or
detailed attention. It is the part of practical wisdom to sccept the situation.
The mere fact thut such men ure on the board is more potent than argument in
drawing to the bureau the financial support of many vwho would otherwise hesitate
to commit themselves to ma movement of which they had, perhaps, little direct
knowledge.

Should a bureau have an executive committce?

I believa it should and the need is only greater if the meetings
of the regular board are few and far between, While it may be difficult to
engineer, it might pay to mix with the intensely interested members who usually
p2y for their enthusiasm by finding themselves members of such a committee,
certain of your directors or trustees whose interest and value to the organiza-
tion are doubtful. Enthusiasm and responsibility are contagious, and a weak
trustee might be tronsformed into o real asset by such contact.

Should the board authorize all bureau work?

This gquestion almwost answers itself, especially for the really
active bureau, In the naturc of things, it is impossible, As a rule, endorse-
ment should be secured on any large or general program of work or for major
surveys. But for the constantly arising instances of bureau participation or
activity, I feel that decisions must be made promptly by the director. If he
has opportunity to seek counsel and advice from any of his officers or directors,
well and good, but the important thing, it seems to me, is to have the bureau
Johnny~on-the-spot to serve whenever and wherever 2 legitimate opportunity
pressents itself,

Should the board pass upon reports before publication?

Yes. And for publicity of less importance, it would be well worth
while to have it checked or looked over by the esxecutive committee, or by some
mambers of the board before it is issued, In this connection, another gqusstion
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suggests itself and that is the question of the responsibility for bursau
statements, Should bureau publicity and newspaper statements be mads in the
name of the bureau, the board of directors or the bureau head! As ons director
said: "I suppose we are all sufficiently vain to enjoy seeing our names in the
papers frequently, but it is my opinion that bureaus are apt to become one=-man
affairs, and the responsibility of the board of trustees is scarcely more than
that of a money-raising group." I believe that both from ths standpoint of
safety and for the building of a cumulative respect toward the organization,
publicity should be authorized by the directors and normally issued in the

name of the bureau itself.

What, in theory, is the relation of the board to the
staflf work of a bureau!?

If the bureau is a mewbership corporation, the whole body of
members is the bureau. The elected board are the agonts of the membership and
act for them between annual meoetings. The director of the bureau and his staff
are the hired men of the bureau, subject at all times to the board's orders in
all things. But the staff organization has, supposedly, a certain professional
training and competency which the members or the board do not possess, A
similar relation exists between a client and his lawyer, Clearly, then, in the
work for good government in which both the board and the staff have joined
hands and compose the working bureau, each has a sphere of action separate from
the other, which each must recognize. Fortunately a conflict of opinion as to
proposed action does not often present itself, as between the staff director
and his board. But there is an interesting question as to what the director
should do in the event of such conflict, when a matter of professional principle
is involved. For example, excessively high electric rates are paid by the city
for street lighting; the director believes the facts should be made public; the
board prefers to dodge the issue because of the fear of offending prominent
citizens, supporters of the bureau. The board has the duty of the financial
maintenance of the bureau; the director has the duty of carrying on the work
toward economical and efficient govermment; when they conflict which shall
prevail? We may come, perhaps, to this conclusion: that the number of possible
conflicts of ideas will increase in proportion to the number of purely technical
recommendations which the director submits to his board.

Should members of the staff be present at director's
meetings?

As a general rule, I should say, "No." I would except any occa-
sion when a staff member's work is under consideration by the board. To have
them present at every meeting would, I believe, put a restraint on the board.

What can be done to stimulate and interest trustees
in bureau work?

Here is a question that is vital to every organization and yet I
can suggest nothing new on the subject. All the devices now being used are
worth while. T particularly favor that of giving the members something definite
to do, whether it beo service on a special committee or making a talk over the
radio., It isn't snough to expect a maintenance of interast on their part by
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simply attending meetings. Their interest and their enthusiasm must be pur-
chased by special efforts put forth by the bureau head.

Summary

I would tentatively lay down these principles as governing ideally
the relation of the governing boards tc the work of the bursaus,

1, The board should be sufficiently large to include representation
from the commercial, banking, manufacturing and professional groups, so that
about half{ are men well known in the community and men of financial standing;
the remainder, if not sc prominent, should still be men of standing, but more
directly interested and able to give the bursau of their time to a greater
degree.

2. The chief function of the beard is the financial control of the
bureau. On the technical or professional work of the bureau it has a secondary
function of advising the staff director when so requested by him.

3. A small executive committee for the above purpose is eminently
convenient.

4. The staff director should consult his board or committee freely,
not only as to his proposed wark but for criticism of the bureau's publications
in advance of their issue in order to throw light on probable public reaction.

5. In financial matters, the board should be deferred to in the same
way that the staff director should be deferred to on the professional matters
of the bureau.

6. Boards should be called together monthly, except in July and
August. At the meetings full reports of finances should be made; the technical
work reoported; and the proceedings fully reported in writing promptly thereafter
to all board members.

7. The director should give the members of the board all the
deference and publicity due them in the bureau publicctions and stationery,
by affording opportunitios to meet public men, and by all the other attentions
which may suggest themsslves to a diplomatic executive.

Discussion

R. ¥. Goodrich, director, Taxpayers League of S8%t. Louis County,
Duluth, opened the discussion. He stated that, in his opinion, bureaus could
not be poured into a mold becausze various communities present different prob-
lems. Thercfore, the local bureau must organize and procecd along lines
suggested by local neuds. He pointed out that in bureaus where the board met
infrequently, it was difficult to secure the complete cooperation of the group
when the burcau made a public stand{ but that on the other hand, he did not
fovor toe close a check by the board. He felt that burssus must, by their
nature, become one man organizations, and that that man would be, naturally,
the director of tho organization, and not a member of the board of trustees.
Hs contended that responsibility falls back-on the director and that most
bureaus fail when the public has not hold the director in high esteem. To him,
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¥r. Goodrich said, the director is the embodiment of the movement and should be
the individual to define and defend the position taken by his organization.

Walter Matscheck, director, Kansas City Public Service Institute,
soid that even though ho had attended many discussions of this problem, he had
not changed his manner of dsaling with his beard, He believed that an ideal
board should be composed of men of business prominence, interested enough in
tunicipal government to provide tho necessary lay viewpoint. He felt the board
should thon turn the tochnical stafi loose and exercise a very slight check
upon it.

As opposed to the views expressed by Mr. Goodrich, Mr. Matscheck
believed that the director should be subordinated in importance, as should
members of the board, and that all public statements should be made in the name
of the bureau, Mr. Matscheck pointed out that it was much more difficult to
attack an institution than it was to indulge in personalities by attacking the
director or a board mewber, 2nd that public confidence was gained mare readily
when personalities were subordinated. He then discussed the procedurs in
handling bulletins in his bureau, pointing out that a bulletin had never been
stopped by his board, and that overy progressive governmental movement in
Kansas City could be traced back to those bulletins. He further felt that
board meetings should be held monthly and that monthly reports sheuld be
rendered to tho board by the director,

Chairman Upson alluded to the subject under discussion as a
perennial problem which must be settled according to local needs., Stressing
the importance of bureau periodicals, he said that as a result of zarticles
appearing in publicetions of his organization, condemnation procesdings in
bPichigan will be revised.

J. 0. Gurber, Civic Affairs Committee, Toledo Chamber of Commerce,
in speaking of bureau publicetions said that it was the policy of his board to
define the limits of a1 general position and then the staff is permitted to
prepare 2 bulletin within tbnse limits.

#illiam C. Beyer, director, Philadelphis Bureau of lunicipsl
Research, referred to hie publicution Citizens Business, which has come out
regularly since 1210, as the most important single thing that the Philadelphia
Burezu undertakes, The board of trustees of the Bureau passes upon each issue
of the periodical 2nd it is wvery seldom that chunges are made in the draft
presented. The Philadelphis Bureau was at ons time, a one-man organization and
the director was much in the public eye. As a result of this individual
cctivity on the part of the director, his whole organization suffcred greatly
from personcl attecks which were made upon him, At the present time the
Philadelphiza Bure=u is always reforred to as the bureau and peorsonalities are
submerged. The result has been that the burecu is now in an unchollenged
position as o community foct-finding zgeney and is receiving the full support
ef the press ond the public.

The meeting then 2djournecd.

(Discussion reportsd by Albert H. Hall, director,
Schenectady Bureau of Municipal Research)
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6:00 P, M.
BUSINESS MEETING

National Municipal League

Chairman, Richard 5. Childs, president, National Munic¢ipal League.

The following report of the nominating committee was read by
Russell Forbes, secretary of the League:

The commitiee on nominations begs to submit herewith, in accord-
ance with the terms of the constitution, the following nominations to fill
vacancies occurring this year:

For president: Richard 8, Childs, New York.

For vice-presidents: Glenn Frank, Madison, Wis.; Carter Glass,
Lynchburg, Va,; Charles Evens Hughes, New York; W, D. Lighthall, Montreal;
Meyer Lissner, Los Angeles; A. Laerenee Lowell, Cambridge; C. E. Merriam,
Chicago; W, B. Munro, Cambridge; Frank L. Polk, New York; Miss Belle Sherwin,
Washington, D. C.; A. Leo Weil, Pittsburgh.

For council, terms expiring in 1932: Benjamin F. Affleck,
Chicago; Alexander M, Bing, New York; Harold S. Buttenheim, New York; Mayo
Fesler, Cleveland; Raymond V, Ingersol, New York; Morris B, Lambie, Minneapolis;
Mrs, Vergil Loeb, St, Louisj William P. Lovett, Detroit; C. 0. Sherrill,
Cincinnati; Henry M. Waite, Cincinnati.

The Nominating Committes

A. Julius Freiburg
Alfred H. Henderson
Welter J, Millard
Charles P. Taft, II
Alfred Bettman, chairman

Upon a motion duly made and seconded the report was accepted.

Mr. Forbes then read the financial report, and his report as
secretary, both of which were accepted by the meeting.

Howard P, Jones, public relations secretary, National Municipal
League, then reported briefly upon his work.

Roy A. Knox, director, Los Angeles Bureau of Budget and Bffi-
ciency, commentad upon the nature of the annual conventicns, saying that he
agreed with the secretary that the most valuable aspects of the meetings wera
the personal contacts and the informal gatherings. Ho suggested the use of
the radio by the League as a medium for spreading further its program of
governmental reform,
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Marris B. Lambiae, League of Minnesota Municipalities, discussed
the possibility of “boiler plating" materials at League headquarters for use
in state municipal megazines.

John A. PFairlie, University of Illinois, then commented upon the
growing usefulness of the state leapgues of municipalities, and urged the League
to consider ways and means by which it could cooperate with the local organiza-
tions.

Moved by A. R. Hatton, and seconded by Mayo Fesler, that the
president be directed to convey to Miss Grace R. Howe the sincere regret of
the meeting at her absence and at her severing her connection with the head-
quarters' staff after many years of faithful service.

Harold W. Dodds, editor, the National Municipal Review, commented
upon the improved organization of the sexecutive offices of ihe League and the
Municipal Administration Service. He also suggested that the Review might
possibly broaden its field to include urban social problems. ~—

The meeting then adjourned,

(Reported by H. T. Shenefield, sccretary, Toledo
Commission of Publicity and Efficiency)
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Wednesday, November 13th

(Joint Meeting with the National Municipal League and the Naticnal
Association of Civic Secretaries)

10:00 A. M,

GROUP SESSIONS

1. 1Is the Manager Plan Adaptable to Counties?

Chairman, John A. Fairlie, University of Illinois.
Address; THE COUNTY MANAGER PLAN, by A. R. Hatton, Northwestern University.
(Summary)

There ssems to be no reascn why the manager plan should not be
just as effective in the case of the county as it has been in the case of ths
city.

Approximaiely 430 American cities are now oparating under the
city manager plan and the same principle, it seems to me, applies equally well
to the county organizations, for the difference is not strikingly great between
the administrative needs of the city and the county,

The principal argument of opponents to the manager plan for
counties is, after e2ll, that the county must be primarily the agency of the
state government in the future. They say that the solution of the preblem of
inefficiency in county government is not the selection of a strong executive,
but bringing the work of the county directly under the administrative control
of the state.

It is certainly trus that there exists a2 need of greater state
administrative control. Even though we grant this, it still remains true that
this state administrative control would be far superior if the county were so
organized that the state could fix responsibility upon ons executive instead of
having to doal with a variety of officials of varying importance.

The county is not well organized, and cannot be, unless we have a
central exacutive directing its administrative work. Even under state control,
effoective work can only take place when the various divisions of the county
government co-operate. This can best be brought about through a central
executive.

We are thus left no choice., Either for separate zdministration
of the work of the county, or for the addinistratiun of this work under state
supervision, a county manager is desirable:

Cne of the many points raised in this connection is whether the

manager should be appointed or elected. The experience of meny years has taught
us that good administrative officizls cannot be cbtained by clection. We tried
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it under the strong mayor plan of city government, end we found that we usually
could not secure a good exscutive, and we could not keep him, even if we got
him. The usual result was that this elected official used his office chiefly
for the development of a strong political organization for himself.

I think we must conclude that we cannot eleect a county manager,
and that the desirable method is to have him appointed by the county board -
again carrying out the parallel to the city manager plan.

The county, it seems to me, is going through the same revolution
as the city. The manager plan takes its place as the next logical step in
obtaining administrative officiency.

One point I should like to make. There is no need of making any
particular type of government compulsory. We should favor as the ideal solution
for state legislative program, setting up of optional plans of county government,
with the voters of tho county tc make the final choice.

Address: THE MANAGER PLAN IS NOT ADAPTED TO COUNTIES, by
Kirk H. Porter, University of Iowe.

For nearly 300 years the American county has sxited for two broad
purposes. In the first place it has been an area used for purposes of stete
administration. 8econd, it has been an area existing for purposes of local
self-government. I mean by local self-government the right of a people in a
small community to tax themselves; to determine for themselves some governmental
policies, and to administer those policies through officers of their own selec-
tion, who are not responsible to any superiors. That is local self-government,
and the traditions and experiences associated with it in America are very
precious.

To 2 greater or a less degree the principles of local self-govern-
ment have been applied to the administration of justice, charities, elementary
education and taxation, the maintenance of highways and some other functions.

Now I will not say that the time~honored methods of local self-
government as applied to these functions are outworn, and fit only for the
political scrap heap. I will lcave it to some of you more ardent reformers to
hammer that home, if you believe it.

The Decline of Local Self-Government

But I will say that during the twentieth century there has been 2
very marked decline of intsrest in local self-government. Not a lack of inter-
est in the functions themselves; but a lack of interest in the methods tradi-
tionally associated with thess functions. People want good schocls, but they
don't want to go to school district meetings, or give perscnel attention to
school problems. FPeople want good reads, but working out poll taxes or helping
to determine policies through local boards of trustees or supervisors does not
appeal to us,

And so it goes. Bupervisor's meetings ars attended only by those
who have their own fish to fry. The general public scarcely knows when they

AEA



meet, or what they do when they do meet.

So it is with most of the other county offices. They no longer
draw the slightest attention, except when some dramatic episode brings one of
them to light. Public interest left these offices in a slough of indifference
long ago. This tendency has been apparent for many years, and in the twentieth
century it has been tremendously accelerated. We want good roads so badly we
climb right over the counties in our eagerness to have the state build them for
us, and build them properly.

We want better education so badly that we fume with impatience &t
the ineptitude of local school district directors, and we demand that state
departments of education fix campulsory standards that are worthy of the times.
And thus I say, we have not lost interest in the objectives themselves, but we
have lost faith and interest in the machinery of local self-government. Never-
theless, the functions are still largely vested in local authorities; and, in
addition to this, the county is ever being called upon to do more administrative
work for the state, under our peculiar system of administrative decentralization.

Now the manager scheme is hailed by its friends as a modern, up-
to-date, twentieth century device for handling the business of local seli-
government. But I submit that the advocates of the county manager scheme zre
hopelessly out of date. Instead of being reformers they are at least forty
years behind the times.

They liken the present county government to an antiguated, worn-
out automobile, which they would like to exchange for a 1930 model. I will
accept this analogy for illustrative purposes. They scek to make the old bus
run by installing a fine new carburetor!) All very well as far as it goes. It
will make the old car go a little better, but to no other purpose than to arause
false hopes, soon destined to collapse.

I say that your county manager plan is hopelessly behind the
times, and I mean by that, that if it had been introduced forty years agoc local
self-government might have been preserved, and it mipght still loom large in the
minds and interest of the people., But the time for it has passed.

The county manager scheme may be admirably adapted ta local self-
government. Perhaps that is why it is thought to work so well in cities. The
cities do practice local self-government, although ordinarily we have associated
thot phrase with countios znd with towns. Municipal functions are thought of,
and treated as if they composed one single great task; and with this thought in
mind the city manager is hailed as the ideal agency for administration.  But
county functions never have been sufficiently interrelated to compose one
unified task, and that is one reason why, when public interest begins to flag,
the machinery rapidly breaks down,

I have said county functions never were deeply interrelated. Let
me add, they are becoming more definitely separated every year. Perhaps 2
revived interest in local self-government, stimulated by the advent of a
manager, would delay this tendency, but it is doubtful., Unity is being
achieved on the level of state administration.
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Nothing could emphasize this better than to survey county func-

tions and to consider the position which a manager might ocecupy with respect to
then.

The Manager and County Administration

Take the administration of justice. It embraces the judge, clerk
of court, sheriff, prosscutor and coroner. Granted that we need reform in
respect to all these offices, where would a manager come in? Should he select
the judge, or try to menage him? Certainly not. No one 2dvocates that. The
clerk then? Now I don't like to have to vote for clerk of court. It makes me
tired. But, when I quit voting for clerk of court I do hope that I can trust
the judge to appoint him, and incidentally, to manage him, in so far as he needs
manzging. If the judge cannot be relied upon to exercise this much patronage
and administrative supervision, we had better improve upon our methods of
selecting judges. I am in favor of doing that, but here is no placo for a
county manager.

And the prosecutor. Suppose we admit that many prosecutors arse
incompetent beginners, or are middle~aged failures; that most of them are in-
dolent; and that half of them are grafters. I don't admit it; but suppose we
did? Shall we have a county manager, who most likely would be a c¢ivil enginesr,
appoint, supervise or manage a prosecuting attorney? No. We all see the answer
to this question. When we abandon our present method of popular election, the
local attorney will be tied up with the state department of justice, under the
attorney general, where he properly belongs. I do not say that it is desirable
to do this right now, But I do say that when the change comes, let it be in
that direction,

And the time-honored sheriff. It takes no prophet to point out
that his manifest destiny is either extinction as a peace officer, or absorption
into a state police system. It has already come to pass in many states, and why
not?

As to the coroner. Not even a go-getiter county manager could
inject life into thet dismal office. Let it be discarded as soon as the
American public will stand for it.

Consider charities. Most states already have abandoned the
elected county poor master, and good riddance. Many now have poor-farms,
managed by superintendents appointed by the county bozrd. A good step, but it
leaves much to be desired. State or district institutions for the care of
special types of indigents are the solution. Even our energetic county manager
would despair of doing much with a poorhouse that contains inebriates, dope
fiends, the feeble-minded, palsied ancients, diseased tramps, epileptics and a
brood of unwanted children., I wouldn't want to give a manager such a job. But,
from these wretched places there is already a procession of inmates geing to
specialized state hospitals, orphanages and other suitable institutions. I
certainly would not halt this procession, slow as it may be, in order to let a
manager show how efficient he could be with an abominable old style poor-housse.

So-called outdoor relief is largely an urban problem. Counties
will do well to cooperate with eity authorities and with private organizations
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in order to carry on this work.

As to schools, is it worth while even to mention the possibility
of a manager? Thers is only one activity here in which he could possibly take
a2 hand and that is in purchasing supplies. Of course, this needs to be done in
business-like fashion and I will speak of it presently.

Then turn to highwzys. Ah, highways! There is whers the manager
%will be at his best. He will manage highways! Indeed, so important is this
function thought to be, that frequently it is urgsd that the county manager
ought to be a highway engineer so that he surely will be able to menage high-
ways. In his odd moments let him manage everything else under the sun, but
primarily let him manage highways.

Let him drop his transit long enough to see that various poor
families are getting all the groceries that they need. Let him push aside his
blue prints long enough to check up on the county treasurer. Let him stop
studying paving meterials long enough to make sure that the assessor has in-
cluded all the radios and sewing machines in his assessment rolls. And, as he
hurries off to inspect a bridge, let him cast his eye upon the attorney, the
sheriff, the clerk of court and the school superintendent, in erder to see if
they are doing as they should. Then let him settle down to the real business of
being an engineer. Such would be the lifs of our county manager.

Now of courss we need gooed county highway engincers. And we are
getting thom rapidly. But let us not be content with jacks of all trades. Let
us have real engineers who have a true professional interest in their work.
Naturally they will be intimately associated with state highway departments.
Highway construction and maintenance is one vast unified problem. It belongs
in the hands of well trained specialists, not in the hands of men who have a
dozen other irons in the fire.

State Supervision of County Functions

As to taxation, it is in the process of assessmont that most of
the abuses arise, and it is here that local officers figure prominently. Tha
general property tax is an abomination. No wonder local assessors have trouble
with it. In my own state, just last winter, we set up a state tax commission
and ve wish it luck in its efforts to clean up the dismal mess stewed for 50
years by &n army of incompetent, locally elected assessors. Perhaps a manager
could help them, But his helpfulness would never be enhanced by burdening him
alsc with all the other tasks that are in store for him.

Most states now have small county boards of supervisors or com-
missioners, such as the county manager advocates desire. That is fine, and in
all probability those states which heve the large boards will in time get rid
of them. These boards determine policy, but their field of discretion is
getting narrower every year. The board authorizes contracts and approves
purchases, and it needs skilled help in this connection. By all means let it
employ a competent purchasing agent. He would be needed, even with & manager.
The board makes some appointments now. Let it continue to do so under a merit
system, and let there be such clerical officers as may be necessary to carry on
the work nov done by county clerks or auditors. Surely we no longer want to
vote for them.
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I am quite aware that this talk of mine makes it appear that I
am definitely in favor of centralizing all administrative contrel in the state
departments, but that is not quite true. My point is that when we become
dissatisfied with conditions as they are, it would be well to bring about
reform along the lines I have indicated.

And, indced, one great advantage of achieving reform in this way
iz that it can be done gradually and by slow degrees. It can be done with
respoct to one function, as with highweys or with education, without touching
the sheriff's office. Or it can be done as respects the prosecutor, without
tompering with taxation. And it can be done so gradually that the public will
ad just itself almost unconsciously.

Discussion:

The first scheduled discussion leader was the Honorable Anton J.
Cermak, president, Board of Commissioners of Cook County, Illinois. In Mr.
Cermak's absence, his paper was read, as summarized below:

As a result of my experience and knowledge of conditicns and
activities of the Cook County government, 2s well as other local governments in
which I have been interested, I aw firmly convinced that the separation of
legislation and policy determination from the menagement of county affairs is
desirable and necessary. The management of county services now is s0 complex
and ramified that it requires a trained and experienced administrator, just as
every large business requires an exscutive.

I believe, of course, that the slected board of county commission-
ers should be responsible to the people for the policies and results of manage-
ment of county affairs. The county board should, in fact, be the fiscal agent
of the county. It should determine policies as to county services, be respon-
sible for the preparation, passage and execution of the budget and have charge
of the direction of county affairs.

The business of Cook County, and counties generally, could
assuredly be run more effectively, were the details of administration handled
by & general manager who would be at all times responsible to the board.

The present board of Cook County Commissioners has recognized the
necessity of such separation in the case of the management of the Forest Preserve
District. While this district is a separate governmental unit, the board of
commissioners is required under the law to serve as board of forest preserve
cozmissioners. The management and administration of this governmental agency
has been placed by the board on an efficient basis, through the employment of a
gualified general superintendent. This superintendent was rccommended by a
citizen's advisory committes which is assisting the forest preserve board in
the development of a comprehensive forest preserve plan for this county.

Under existing Illinois constituticnal and statutory provisions,
it is impossible to establish an entirely effective managership for the admin-
istration of all Cook County activities, 1In addition to the county board of
fifteen members, there are in Cook County soms twenty elected officials who
have executive charge of separate departments. Some of these offices ars

-57—



established by the state constitution, and some by statute.

In constitutional and fee offices, the Illinois constitution
requires that the number of employess shall be fixed by the judges of the cir-
cuit court. However, it is the duty of the County board to make appropriations
for such positicns. In these fee departments are soms 49 per cent of the total
nucrber of couniy employees, Umder this classification are included the recorder,
the county treasurer, the sheriff, the coroner and the clerks of the courts.

For other county departments, which are administered by separate
elected officials, the couity board makes the appropriaticns, but it has no
jurisdiction over administration. The separate elected officials in charge of
these depzriments incluie such cfficas as the bhoard of assessors, the beard of
revisw, tho county clerk and the state's attorney. This group of depariments
contains some 15 per cent of the county employces.

The county institutions and departments under the complete juris-
diction of the county board have on their payrolls only 36 per cent of the
county employees. The activitics of this group are confined primarily to public
welfare, the menagement and operation of institutions and the construction and
maintenance of county highways.

Responsibility for service, organization, employment, administra-
tion and expenditures is thus diffused among many different officials. This
Ssituation is anamolous, and it is detrimental to effective and economical
administration. Unfortunately, it cannot be remeaied except by constitutional
amendment and changes in many statutes,

For really effective administration, in addition to the elimina-
tion of the many elected officials, power must be given the board of county
commissioners to employ a county manager.

The real answer in this county is the coordination and simplifica-
tion of the multiple local governments with centralized administretion of public
services of a metropolitan character, and the combination, within territorial
divisions, of the aecentralized administration of purely local matters,

The report recently prepared by the Citizen's Advisory Board on
Public Expenditures, appointed by me early in 1928, points out clearly the
conditions and results of the present uncoordinated system of local government.

It cen readily be seen that to effect responsible government in
Cook County and other locol governments, the short ballet, reasonable home rule
povers for cities and counties, modernization of the revenue system and sim-
plification and coordination of depzrtments and functions must be obtained,
together with definjite separation between legislative and adminisirative duties.

Paul W. Wager, University of North Carolina, spoke as follows:
All of us are sincerely interested in the improvement of county
governcent and are entirely open-minded as to the method of bringing it about.

The merit of the manager plan when applied to cities has been amply demonstrated.
It has led us to hope that the plan might be adapted to counties,
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That attempts to inaugurate the plan have been few iz not an
avidence of its impracticability. Rathar, this situation suggests constitution-
al obstructions, legislative indifference, rural conservatism, the worship of
the long ballot as & symbol of democracy, and the general neglect of county
government as a field of study until very recent yearas, Tha present widesprsad
intarest in county government gives promise of some real experiments in county
management within e short time,

It is true that we have had no genuine demonstration of the county
manager plan in operation, and that what has worked well in the cities may not
work so well in the counties. In some respects a county is not like a city.

It is not a full municipal corporetion. It is less unified than a city. It
hes fewer technical functions to perform. It bears a somewhat different
relation to the state.

These are admittedly important differences. But there are also
important similarities. The administrative tasks are very much the same, as
shown by such common duties as the assessment of property, the collection of
taxes and license fees, the custody of public funds, the construction of high-
ways and other public works, care of dependents, policing, the operation of
charitable and correctional institutions and safeguarding public health. Al-
though the county differs from the city in legal status, it nevertheless has
the essential powers of a corporation. It buys suppliss, employs labor, enters
into contracts and may sue or be sued for a2 violation thereof. The board of
county commissioners resembles a boazrd of directors of a private corporation
just as much as does a city council, and it is just as logical to assume that
ons policy-determining body needs an exacutive agent or manager as much as the
other. If the city borrowed the manager idea from the private corporation with
great success, the proponents of the manager plan can be pardoned for transferr-
ing the idea to the county.

A Widespread Demand for a County Executive

A committee of the National Municipel League has just completed a
survey of the need and prospect for county managers throughout the United States.
In ths guestionnaire which this committee submitted to students and adminis-
trators of government in each state were these two questions: Does the county
need a stronger executive or chief administrator; and, Would & county manager
meet the need? In answer to the first question the correspondents from thirty-
one states answered "Yes;" those from nine states were divided; and those from
six states answered "No." Four of the six states which answered in the negative
were New England states where the county has only a nominal existence.

The next question, "Would a county manager meet this need?" was
answered by seventy representatives from forty states. Twenty-six answered
"Yes," ungualifiedly; twenty~four answersd “Probably,” "Possibly," or "I think
so;" and six others answered "Yes" with some qualification. There were only
ten negative answers. O0f these, five were definitely opposed to the manager
and fiva were doubtful of the need or merit of such an officer. In brief,
answers favoring the manager plan were received from thirty-iwo of the forty
states heard from, These answers indicate a widespread interest in the county
manager plan and a very definite demend in many states that it be given a
trial.
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North Caroline and Virginia are the only states in whieh county
managers are found, and the few managers in these states do not fully satisfy
the definition of the term. 1In Albemarle County, Virginia, the highway engineer
bas been given additional duties, principally those of preparing the budget and
keeping the books of fiscal control. He is called the county manager.

North Carolina has five county managers in name, though nons of
them meets the requirements of an orthodox manager. In two counties the
chairman of the county board devotes his entire time to county work, acting as
the representative of the board, supervising the finances, and performing the
duties of & chief administrator. He is elected as chairman-manager in one case
by the people, and in the other case by the board. In another county the board
has selected one of its members as manager. In two counties, Davidson and
Robeson, the manager was chosen by the board from outside their own number,

In every case the manager has rather large powers, but not the essential power
of appointing all his subordinates in the administrative service. This is
partly becazuse he has been willing to share this power with the board and
partly because there are still several officials chosen by popular vote.

The Virginia and North Carolina experiments do not represent a
departure from the pure managerial form, but instead show a gravitation to that
form. It is not strange that in the transition stage the counties should take
bold of new patterns without completely letting go of old ones.

The County Cannot Be Abolished

In answer to Dr. Porter's argument that there is more to be gained
from increased state control than from the centralization of control in the
hands of a manager, I agree that the shifting of some functions from local to
state contrel is desirable.

It would be better to have the sheriff and county prosscutor
accountable to the state department of justice rather than to the manager. 1In
fact, it had never been suggested that the courts and the administration of
justice be subordinated to the manager. The county manager should have nothing
to do with school administration in its professional aspects, but he should be
responsible for the operation of the school busses. To keep the busses greased
and oiled, the brakes lined, and tanks filled; to secure careful and responsible
drivers; to operate a gerage where the repairing and overhauling can be done at
a minjmum of cost; and to keep the busses operazting with safety on a fixed
schedule is a real problem in management, in the handling of which the
pedagogues have not proved very adept. It is, of course, to be hoped that the
abolition of the county poorhouse and jail is just around the corner.

Despite the shifting of some functions from local to state admin-
istration, the volume of county business as measured by the volume of tazes is
steadily increasing. The county is not only assuming the work of the townships
and local districts, but it is undertaking new functions. Several North
Carolina counties are building county hospitals, others are establishing county
libraries, many are putting on public health clinics of one kind or another, =
few are developing county parks, and at least one has appropriated money for
an airport,

We are just on the eve of a rural development that will carry to
country people the services and amenities of our modern urban civilization. We
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were never so much in need of a rural community, & rural unit of administration
to supply or administer these services. The average county is just about big
enough for the purpose. In some instances it would be desirable for two o-
three counties to consolidate in order to provide taxable wealth enouagh to
support the services. The state will, of course, furnish more and mors super-
vision, and it will also contribute mors and more to equalize the cost; but it
will hardly undertake to administer all ths functions of government directiy.
It will need a local unit of administration; we have the county and we might

as well use it. And, it seems to me, the more the state attempts to supervise

and direct local administration, the greater the need for a single, responsible
county exscutive.

Even were greater efficiency to be secured through state adminis-
tration it would not be wise, in my opinion, to dispense with local self-govern-
ment. It provides the experience and discipline necessary to¢ the maintenance
of & democratic form of government in state and nation. We cannot afford to
leave our rural population unattached to any vital political unit. Local self-
government in the country districts has been disappointing; it has been wasteful
and inefficient; it requires lots of nursing; but it must be preserved.

Richard S. Childs of New York, president of the National Municipal
League, declared that Dr. Porter had, in discussing what the county manager
would do, resorted to oratory instead of dealing with facts. Nobody expects,
he said, that any county manager will attend personally to all the functions of
running a county, any more than a city manager takes upon himself all the
functions and duties of running a city, or the president of a business corpora-
tion handles all the details of its operation himself.

Dr. Hatton charged Dr. Porter with basing his arguments upon vwrong
premises when he said that people have lost interest in local self-government
and that county governmental duties were rapidly being taken ovar by the state.
As a matter of fact, he continued, there has been a growing interest in local
self-government, enlivened by the knowlsdge that modern systems can give the
people actual control over their government. The county is replacing the
township as the basic unit of rural self-government, and is continually assuming
new functions, thereby vastly increasing the number of its local duties as
compared with those it carries on for the state.

Another opinion was expressed to the effect that as long as county
officials, even though performing state functions, were paid out of county
funds, they should come under a single hsad and be responsible to him for the
efficient conduct of their duties. The head, in turn, should be responsible to
the people of the county for a business-like administration of county affairs.
This speaker alsoc contended that Dr. Porter was entirely wrong in assuming that
a county manager would necessarily be a highway engineer, for city managsr
governmant has repeatedly proven that the best manager is a good executive who
assumes direct responsibility for those dutises in which he is most experienced
and assigns the others to gualified assistants.

The meeting then adjourned.

{Discussion reported by Clarence V. Smazel, business
manager, Michigan Municipal Review)

=-61=-



Z. The Relationship of Crime Surveys to the Administration of Criminal Justice

Chairman, William P. Lovett, sscretary, Detroit Citizens' League,
Paper by Alfred Bettman, Cincinnati.

(Read by the chairman, in Mr. Bettman's absence)

Prior to the Cleveland survey of the administration of criminal
justice, there was, of course, & vast quantity of literature on the subject.
law, law enforcement and law administration have been under discussion since
the beginning of history. Books, periodicals, reports of bar associations and
reports of legislative commissions wers legion. At the time of the Cleveland
survey, however, there had developed nothing that could be called a technique
for the ascertainment of facts concerning the actual operations and results of
the administration of criminal law, Without such facts, any conclusions or
recommendations were, at best, guess work, goed hunching perhaps, but not
sufficient bases for reform. It was a pretty good guess that ths administration
of criminal justice was not playing a highly effective part in the prevention or
reduction of crime. The why, the wherefore, and the how to remedy this inef-
fectiveness were questions which permitted no answers based upon anything like
an adequate, scientifically gathered bedy of facts.

When such a state of affairs exists, the only type of effort which
will give a good start toward a better day is the research survey; that is, a
survey fairly comprehensive in scope, which approaches the problem in the
detached gpirit. The Cleveland survey sought to be comprehensive, in that it
covered the functional divisions of the subject, such as police, prosecution,
courts, probation, penal institutions, etc. We were well aware before we com-
pleted that work that there were many aspects of the subject which were not
included. Some of these have been covered in other later studies but some are
still untouched,

30 far as the subject-matter of the Cleveland study is concerned,
howvever, the approach was what might be called the research approach, That is,
it was objective ascertainment of the facts by modern methods, carefully avoid-
ing conclusions as to what they would prove, and thoughts as to what might be
wanted of them. 1In a world which had been proceeding by guess-work, this
approach and this development of a technique for gathering data were what was
most needed. In some places they are still needed, for in many parts of the
field there still are neither comprehensive data nor developed technique for
gathering them.

Surveys Show Nesed for Police and Court Records

However, out of the surveys which have been made, there have
developed statistics and other factual data which indicate some of the weak
spotes in the a2dministration of criminal justice in this country. UNore than
that, therc has developed a learning as to the statistical rscords and material
which should form a part of that administration. However little realized or
acknowledged this may be, there can be no doubt that the present trend toward
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wall set up, well classified and effective police and judicial records and
statistics has come from the experience and lessons of the surveys.

The later surveys, such as those in Missouri and Illinois, show
improvement over that in Cleveland. This is natural, because the statistical
worx in them was largely in charge of men who had had the bensfit of the
Cleveland experisnce. The importance of adequate police and judicial records
end statistics, both as a daily check by the superior officials on ths work of
their departments, and as a continuous inventory of the effectiveness of the
system of criminal justice as & whole, now are so well realized as to require
no argument. We in this country are dafinitely on the road toward a good system
of such records. But there is still a long way to go. There still is danger of
malad justments between the classifications and set-up of our statistics and the
penal and procedural codes,

A Change in Emphasis from the Jury to the Prosecutor

Another great and needed ssrvice rendered by the surveys was a
change in emphasis. The dramatic aspects of the jury trial, which concentrate
public interest on that feature of the administration aof justice, together with
the greater appeal which problems of procedure have for the lawyer, had caused
most of the discussion to be centered on procedural questions, such as the right
of the court to comment on the evidence, the number of challenges, and the like.
The statistics developed by the surveys, have brought out forecibly that, however
important the jury trial must remain, it constitutes but one part of a very
elaborate and complicated machine. Furthermore, it is not the part which 1is
giving the most troubls.

These statistics show that the number of cases reaching jury trial
is small, running around seven to fifteen per cent, and that the percentage of
escapes from punishment attributable to acquittals by juries is very small
indeed, This indicates that the trouble is not in the trial, but in other
parts of the administration, and it has fortunately thrown the emphasis where
it is most needed, namely on problems of administration as distinguished from
problems of court procedure.

The training and selection of policemen, the police record system,
police administration, the ccordination of police and prosecution, the selaction
and caliber of preosecutors, the organizution of their offieces, their appropriate
function, the detection and disposition of offenders, the organization of the
judiciary, the classificztion and specializetion of judicial functions - these
and similar activities are those most needing attention. We now realize that
the quality of the product is more dependent upon administration than upon
provisions of law relating to procedure. It is true that some of the surveys,
notably that in LKissouri, had devoted much space to the more technical procedural
questions, but the factual data in these same surveys have shown the relatively
greater importance of those parts devoted to administration.

A Change in Our Views of Punishment

In another direction, and an even more fundamental one, the
surveys have brought about a nceded change in emphasis. Historically, and, in
so far as we have a philosophy, philosophically, the objective of criminal law
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has been 2 punishment hased upon the naturs of the offence. Largely through
probation there has trickled into the system a good deal of individualization
in the disposition of the offender. The surveys have made it apparent that a
good many malad justments have developed by reason of inconsistent assumptions
as to ths objectives and possibilities of criminal law. Indeed, the surveys
themselves are illustrations, since their various parts do not quite hang to-
gether -~ the principles of the chapters on probation and parole being different
from those of the chepters on prosecution and courts.

Many of the surveys, however, have conteined descriptions of
individual criminal careers vhich demonstrate the relative futility of eny
gsystem of applying schedules of punishment, each based primarily upon the
nature of the particular offence which is being punished, as distinguished
from a disposition of each case adjustsd primarily toc the history end nature
of the offendser. Consequently, the surveys indicate the way toward a more
scientific and expeditious application of the modern sciences of human behavior.
So far, this is not much more than &n indication, and there remains much to be
done toward fitting the products of these scisnces into society's machinery for
detecting and dealing with those guilty of anti-social conduct.

There remains plenty still to be surveyed, and there is, of courss,
no time limit upon resecarch, I think tho surveys may be credited with having
disclosed the need of continucus, expert research, and that this disclosure has
helped to bring about the development of research as & regular part of the
functioning of the law schools. Research by detached educational institutions
is as necessary an ad junct to the administration of justice as it is to medicine.

The Need for Integrating the Results

In addition to this continuous research and to tha occasional
survey limited to particular times, tepics or places, there are two major tasks
that are at hand in this country. One of these is what might be called the
integration of the results of the surveys. Indeed, the next comprehensive
survey ought to take a lesson from these which might have gone bsfore, by noting
and acting upon this need of integration., The division of the work of surveying
into compartments such as police, prosecution, courts, probation, penal institu-
tions, etc., results simply from the necessity of a division of labor and not
from a difference in subject matter. BEach of these topics or functional fields
is but a part and not a whele. Vhatever is decided about any ons of them
immediately affects every cother, and calls for a special scolution in each. There
need to be developed principles of administration which are internally consis-
tent. To too great an extent the past surveys have been collections of
individual surveys of these various parts of the field.

The other great need is for an equally integrated application of
the lessons of the surveys. ®hat is apt to take place in any of our states is
one movement for reform in police, another for reform in prosecution and still
another for reform of the courts, Each of thess movements is conducted by
separate civic agencies; each results in its own changes in legislation ar
administrative methods; but together they produce new malad justments because
they have been based upon inconsistent principles and have never gone through
the crucible of 2 centralized coordinating direction. What is needed in each
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of our states is the creation of some central agency equipped for long-time
work, to bring about a system of criminal justice which is internally consis-
tent. There is not time new to go into any details about any such agency or
movement. With everybody taking an interest in criminal justice and every
group advocating its own measure of change in its own part of the field, we are

in danger of losing the full henefit of the lessons which have been developed
during this period of surveying.

Address: THE ILLINOCIS CRIME SURVEY, by Rush C. Butler, president,
Illincis Association for Criminal Justice. .

I like the neme of this conference. It indicates both a purpose
to improve government, and that government is already improving. The words
"improving government" inspire the hopeful, helpful spirit of progress without
which there can be no worthwhile accomplishment.

I trust that your presence in Chicago is not because you consider
this the best point in the country to study crime at close range. Chicago is
not a crime center. It is no worse than other communities in the country and
is better than many. We must admit, however, that one point where Chicago is
especially strong is in advertising its adversities.

I have bsen asked to discuss the question, is a crime survey
necessary or desirable in executing a program of crime suppression? The answer
is obvious, The alternatives are not worthy of consideration. Unorganized,
haphazard, sporadic effort is no more capable of accomplishing results in this
than in any other field of humaen activity. Emotionalism, the appeal to senti-
ment, is often inveked. An attack of this character is usually employeed by
people who are possessed of no knowledge of conditions and lack financial and
other backing necessary to success., Too much heart and too little head are its
characteristics. Then too, some people of intelligence make this approach,
failing to consider the practical aspects of the problem. There may be other
alternatives, but there are none worthy of consideration. When this type of
sffort against crime is tried, it is usually in the form of a crusade. It
starts with a noise, ends with a flop, and passes out of the public mind and
out of existence without accomplishing anything.

Background of the Burvay

At the beginning of its task the Illinois Association for Criminal
Justice wes confronted with an overwhelming realization of the complexity of the
problem. Politics, religion, sex, education, government, socizl order - all
were interwoven in the crime siructure. Policemen, legislators, chiefs,
administrators, prosecutors, bondsmen, parole officers and judges, as well as
highjackers and bomb throwers, stood out prominently in the picture under view.
Only skilled analysts could trace the threads and fibres which bound togethsr
in a more or less homogensous mass these units which formed part of or con-
tributed to the strength of the object of study and attack.

It was not believed to be the problem of the survey to find out

which ones of the many administrative officers were bad, but rather to ascertain
the practices that mads it possible for any of them knowingly or unknowingly to
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interfere with the administration of justice. The first obligation was deemad
to be locating the defects or weaknssses in the administrative machinery. At
the beginning it was known to those in charge of the work that most public

of ficials were honest. It was conceded that a large majority of our judges
were men of integrity and ability. This was known to be especially true in
Chicago; but there were bad judges, and some of the good judges had unknowingly
adopted practices which tended to defeat law enforcemsnt. Part of the program
was to locate the exact points at which there were miscarriasges of justice, so
that right-minded administrators in any office might be warnsd against the
error of continuing practices previously deemed proper, and so that evil-minded

administrators might be thwarted in their efforts to defeat the dle process of
the law,

The pressing questions were; What is to be done about it? Are
the problems presented capable of a solution? Do we not have churches, schools,
universities, commissions, associations and other organizations whose general
purpose is the same as ours - to remedy existinpg evils? Chicago, which naturally
presented the major problem in the state-wide study, has several hundred organ-
izations such as the Crime Commission, the Committee of Fifteen, the Juvenile
Protective Association, Hull House, the Northwestern University Settlemsnt, and
many others constantly and efficiently working to better conditions in the city.
These organizations, efficient as they were in their respective fields, covered
only & portion of the ground. Among the questions the Association asked itself
was this one: How can existing organizations be made stronger in their respect-
ive fields, and are new organizations necessary in order to make a complete

coverage? The survey has given the answer not only to this but to a hundred
other questions,

Neture of the Survey

The purpose of a crime survey is twe-fold: first, to ascertain
definitely the exact points at which the administration of justice fails and to
become acquainted with the facts upon which a sound follow-up program can be
based; and, second, to focus public attention upon tho weak spots disclosed,
and thereby bring pressure to bear upon officials charged with the enforcement
of criminal statutes.

A survey is not a cure for existing evils. It is a diagnosis and
a prescription. There has been altogether too much ignorance on the part of
the publie, the lepgal profession and administrative agencies, including the
courts, as to the methods by which those guilty of crime avoid punishment. A
survey makss known thet which is unknown. It displaces ignorance with knowledge.
It mokes possible the creation of a constructive program of attack on the method
and systems used to thwart the express provisions of the statutes. It corrects
mistaken views and impressions.

For sxample, much fault has been found with the jury system as an
agency of law enforcement. The Illineis Survey shows conclusively that the jury
is a negligible factor in the judicial process. Therefore, the recommendations
of the report are silent as to legislation affecting the jury, such as reducing
the number required for a verdict to less than twelve, and taking from the jury
the right to judge ths law as well as the facts, Condemnation of the jury
system and efforts to obtain modifications of statutes pertaining to the jury
seem to have been largely wasted.
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The Illineis survey begen its study with the crime. It was not
at all concerned with the life of the criminal prior to his offense, nor with
causes of crime other than those attributeble to defects in administration. It
was concerned chiefly with the failure of administrative agencies to attach the
law to the criminal continuously up tc the time when he suffered infliction of
purishment. What can lend greater encouragement to the criminally minded than
the knowledge that only a small percentage of those who have actually committed
crime ultimately suffer punishment?

Conclusions of the Survey

The survey covered 16,812 felony cases which entered the courts
of twenty typical counties of Illinois and of the city of Chicago (tabulated
apart from Cook County) during the year 1926. It shows thet the law ceased to
function apgainst the accused and released him after the preliminarv hearins in
forty-four per cent of the crses, in the Grand Jury in twelve per cert, and in
the trial court in twenty-four per cent, end it shows in detail the precise
manner and method employed in effecting the relesse. It shows that responsibil-
ity for release of the accused was divided os follows:

The prossecutor 55 per cent
The judge 10 per cent
The jury 10 per cent

It shows that guilt was established by nleas of guilty in eighty-
one per cent of the cases, and by conviction by jury in only eleven per cent of
the cases. The high percentage of conviction under pleas of guilty may be
attributed to the reduction of the offenses charged in & large number of cases,
either by the state's attorney or by the court (the action of both was necessary)
from a felony to a misdemeanor. 1In this way the defendant either suffered no
punishment at all or accepted some sort of & minimum sentence entirely satis-
factory to him. GSeventy-five per cent of all cases in which guilt was esteb-
lished resulted in conviction based on & lesser offense than that charged. In
12,594 prosecutions of felony cases in Chicaco in 1926, only 594 convictions
were obteined. After probations, new trials, and delays, only 394 of the entire
number of accused suffered punishment.

The survey discleosed that eighty-one per cent of all prosecutions
are based uvon crimes egainst property and only twelve per cent upon crimes
against persons. In fifty-four per cent of the cases where impriscnment was
imposed, confinement was for less than cne year. In ninety-four per cent of
the cases, confinement wns for less than four years.

It was disclosed that thirty-six per cent of those who committed
murder were never arrested. Of those prosecuted only twenty-two ver cent were
convicted. Though there had beer 130 gang '“illinms, there had not been a single
conviction.

Among the many noteworthy results slready effected by the publica-
tion of the report of the survey is the establishment, by the Chicago board of
education of a school for truant and vwroblem children, the lontefiore school,
located near the Chicago Commons. Out of the 500 boys who had been to the
school, only two had to be scnt to the parental school. The sttendarce averaged
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ninety-eight per cent. Truancy cases in the juvenile court have been cut to
practically fifty per cent.

Enacting new laws is one of favorite pastimes of the American
people. If any one thing was more definitely disclosed by our study of the
crime gituation in Illinois than any other thing, it is that legislation can
do very little to cure the evils in the administration of our eriminal statutes.
Only three bills were sponsorsd by the Asscciation befors the last legislature,
one to create a bureau of criminal identification and statistics, ons to permit
the defendant in a criminal proceeding in a felony cass to waive trial by jury,

and one to permit the institution of criminal proceedings by information instead
of by indictment.

In eddition to the above facts, the survey actually locates with
definiteness and certainty the office in or the means by which the accused
escaped further prosecution or punishment. The forty-four per cent of cases
eliminated in preliminary hearing found their final disposition in thirteen
different classes of official acts; the twelve per cent eliminated by the grand
jury in five different classes; and the twenty-four per cent eliminated in the
trial court in eighteen different classes of acts. Both the office and the
officer charged with responsibility for these releases in a vast number of cases
improperly made are disclosed by ths report.

In addition to recommending the creation of a state organization
to be known as the Bureau of Criminal Statistics and Identification, the report
recommends the creation of an unofficial organization that will specialize in
fact finding, crime reporting, and special studies made as occasion may reguire.
It is suggested that the new organization should not be tied up with any special
policy or program; but should be disinterested, in order to insure public con-
fidence in its findings and reports. The importance of this service cannot be
overestimated. No one knows the total cost of crime to the community, yet
knowledge of it is essential to any adequate program of crime accounting. I
can do no better in bringing this already too long discourse to an end than to
quote Dr. Burgess of the University of Chicagn:

"To develop intelligent public apinion in the field of
crime control there is just the same need of giving exact and
eccurate information es in the fields of fire prevention and
public health. And just as great improvement in crime pre-
vention and control may be expected from systematic and
continuous reports on crime conditions and law enforcement as
have resulted from similar publicity measures in the field of
public health."

Discussion

The discussion was opened by Bruce Smith of the National Institute
of Public Administration, Lr. Smith emphatically endorsed Mr. Butler's state-
ment that a crime survay is a diagnosis and not a cure. In actual practice, he
said, there are two separate types of undertakings: first, a general survey of
the functioning of justice from the commission of the crime to the ultimate
disposition of the offender; and second, putting the results of the general
survey into practice.
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In answer to the question, "Do Crime Surveys Prevent Crime,” Mr.
Smith said that there was no barometer to measure the rise and fall of crime
for any cause. At the present time there are no accurate criminal statistics
in the United States., Several indices have been used, such as the number of
person3 in prisons and the nutbar of arrests, but these statistics are not very
accurate. The fragmentary police reports have given little information on this
subject. Thus, at the present time, the United States lags far behind the rest
of the world in the matter of reporting accurately the number of of fenders known
to the police. Two reasons for this situation were given: first, administraticn
is on a local basis with no federal or state control; and second, legal defini-
tions of criminal acts diifer widely among the various governmental units.

Mr. Smith then explained what was being done to procure better
reports on crime. Beginning January 1, 1930, there will be estahlished for the
United States a registration area for monthly reports, This area will be large
enough to provide a reasonable basis for a month-to-month comparison.

John B. Blandford, Jr., Cincinnati Bureau of Governmental
Research, related the results of the studies of police and crime in Cincinnati,
and pleaded for the recognition of the social factor in any crime survey. It
was found in Cincinnati, for instance, in a study of 11,000 misdemeanor cases:
that forty per cent of the oifenders were unemployed; that the age:z of the
criminals were mainly from twenty to twenty-seven; that seventy per cent of the
crime vas concentrated in the congested areas; that fifty-two per cent of those
arrested were dismissed by the court; that crime was greatest on week-ends; and
that 9 P.M. was the hour at which crime most frequently occurred. Ar. Blandford
then said that the next study in Cincinnati was to be the initiation of a
regional police survey.

The chairman of the meeting expressed the opinion that a crime
survey was & very valuable instrument in the betterment of criminal justice in
any community, and that, even though no official action was taken, baneficial
results vere bound to follow.

The meeting then ad jourmed.

(Discussion reported by Paul V. Betters, School of
Citizenship and Public Affairs, Syracuse University).
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3. Civic Education - Training the Youth of Today for the Problems of Tomorrow.

Chairman, Nat Spencer, secretary, Citizens' League of Kansas
City.

Address: AN APPEAL FOR CIVIC EDUCATICN, by William J. Bogan, superintendent
of schools, Chicago.

The hope of the nation lies in a new emphasis upon the theory
and practice of citizenship, The primary function of the school is to develop
high character, good citizens. And yet, until recent years, the schools have
devoted more attention and time to the development of secondary functions than
to the development of the primary function of citizenship. The little that was
given was of a highly abstract, dry, impractical type. In most professions the
student is given & long course of practice under skilled teachers and practi-
tioners before he iz allowed to accept fees from the public. The young doctor
must practice as an interne in a hospital; the young law student must practice
in the courts in minor positions; and the prospective engineer must work for
menths and even years after leaving the technical school bsfore he can hope to
receive his engineer's degree,

But until recent times, thers was no practice for the greatest
of all professions, the profession of citizenship, the profession of government
in a democracy. It is appalling to think that the destinies of this great
nation lie in the hands of immature, untrained people. The arbiter of our
political destinies is a child today and a voter tomorrow. The hope of the
nation lies in the idealism of these children. They will accept a reasonable
theory of citizenship and will gladly practice the dutiss that should accompany
the theory. Boys and girls will do almost anything in reason for the "dsar old
school," through school spirit. This type of idealism is often exaggerated, but
every teacher knows that in his pupils is a spirit that, if stimulated properly,
ey save the world.

The idealism of youth is like & delicate flower that may be
destroyed by the first frost, It will not stand up long against the icy blast
of cynicism nor the chill of flippancy. Unless the schools develop this idealism
at an early age, a sinful world will kill it and develop in its place a philos-
ophy of materialism,

Youth is easily led astray by the appearance of false gods,
Material success, prosperity, luxury, superficial fame, and Mammon, are the
gods that make a special appeal. The development of real citizenship means the
casting out of the devils that are destroying the civic 1life of the nation and
the substitution of the spirit ef geod will to man, In Chicago it means the
substitution of humility for pride, no easy task for a city that bozsts of its
bigger feetures rather than of its better features. We shculd emphasize the
spiritual greatness of Chicago. Emphasis should ba placed upon the development
of its great qualities of heart and soul, its liberalities, its freedom from
intolerance, its respscts for the good gqualities of people of all lands and its
appreciation of the cultures of the old world.

In his new book, Professor Charles E, Merriam says:
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"Opinions differ as to whether the city is the hope of democracy
or its despair, but unless there is a swift and radicel chenge in modern social
trends, the future of democracy rests with the city. As goes the city, so goes
the nation. In another generation, in all probability, the political standards,
habits, practices, ideals, of cities will be those of America."

If this statement is based upon fact, the responsibility of the
city is service. To a great extent this responsibility rests upen the schools
of the city.

For a long time educators have been trying to develop goocd
citizens through emphasis upon character education in cur schools, in the belisf
that character and citizenship are synonymous words, Perhaps they ars, but no
one can be sure. It seems possible for men and women of good character to fail
miserably in their duty as citizens, not because of lack in character, but
rather through a lack of definite, positive knowledge of procedure.

What is the procedure by which Germany makes good Germans, France
makes good Frenchmen, England makes good Englishmen? Apparently, regardless of
character, these men of foreign nations are imbued with something that makes
them active, loyal, law-abiding c¢itizens, They may be weak in charaeter, as
people in general are, but they have an abounding faith in their own national
principles.

To discover what the secret is, we propose to make an investiga-
tion of the best methods of citizenship instruction in various parts of the
world and particularly in the United States. We have ecquired great faith in
the method of secientific investigation, for only recently through such an in-
vastigation we discovered a plan for dealing with truant boys that promises to
eliminate the old, expensive msthod of committment by the court to a parental
school. Already we have enlisted the aid of some of the great university
specialists in the solutien of this problem. Through their cooperation with
the public schoel system we ray develop a technique of citizenship that will
in time raise Chicago to the highast standards of government.

Qur sachools ars doing excellent work in eivic instruetion, bui
the work is not so well organized or unified as it should be. It is not so well
related to adult lifs as i% should bhe. We are struggling to develop a system of
instruetion that will carry over to adult lifs,

Through local councils in esach of the forty gmaller communitiss
of Chicago, an attempt is being made to revive the ideal of the New England town
meeting. This was a perfect agency for expressing the will of the people. With
the passing of the small community and the coming of the great cities, the town
meeting has gradually disappeared, but fortunately its ideals are still held in
respect by many of this nation. To spread these ideals and to make them prac-
tical in large communities is one of the fundamental tasks of the school.

Each cne of the forty small communities of which Chicago consists
has a distinct identity. The boundaries are houlevards, railroad tracks, the
river, religion or race. The inhsbitants of each community have special needs
and customs and duties. To make these communities conscious of their civie
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responsibilities, local councils have been formed in each, Each council deals
with the needs of the locel community and in addition sends delegates to a
central civic assembly consisting of from one to four thousand members., In
this assembly are given pageants illustrating historicel episodes in the history
of the city; great citizens proclaim the material and spiritual glories of the
city; and the dslegates carry thess messages back to their local councils. To
stimulate interest in civie duty each local council votes a token of honor to
the high school pupil who stands highest in civic achievement. The best of
these honor students are given university scholarships for courses in political
science and kindred subjects, with the understanding that they will return to
the local high school pericdicelly to give a message in civic responsibility.
These civic assembly programs ars dignified, patriotic, and inspiring.

These plans for the release of the idealism of youth may appsar
impractical. In fact many people regard democracy itself as highly impractical.
That is one causs for our trouble today. A cynical friend often asks:; "What
are you trying to put over?" He cannot understand why it should be necessary to
"put over" democracy. His cynicism leads him to believe that everyone of sense
must have a selfish motive for public servica.

Underlying the plan outlined is the belief that the cerruption of
modern life, when touched by the spirit of education and infiltrated by the
idealism of youth, will serve as a soil from which will come incorruption and
a new life if adults will keep out the weeds of unbelief during the growing
process.,

Address: TRAINING AMERICA'S YOUTH IN CITIZENSHIP, by Miss Jane Addams,
head resident, Hull House, Chicagao,

(Summary )

After more than twenty-five years' experience in social work at

Hull House, it is my conclusion that young people do not learn from the printed
page, but from daily experience in their immediaste surroundings and from watching
others do things. This is, perhaps, especially true of the young people in the
Hull House neighborhcod, Let me illustrate with a2 story about a young negro girl
who was accused of stealing, by her mother. 1In turn, the girl charged her mother
with the same of fense. In reply the mother urged that her daughter ought to do
as gshe said and not as she did., And we, all of us, seem to expect the same thing
of all young people.

The policeman is a boy's hero. His ambition is to stand in well
with the officer on the block, and this leads to a desire for a pull that will
enable him to get by with anything, Today the very youthful boys are leerning
the boastful gateway to crime. Gangs which formerly were composed of boys of
one age group nov contain boys from six years of age to fourteen and fifteen.
An automobile tire is stolen. It is something to boast about. A year or two
later it is an automobile that is stolen and the boy who steals it becomes a
hero if he stands in well enough with the policeman to get off, or if his uncle
or cousin has friends higher up.
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Thess boys get the wrong idea of what & policeman is for, and it
is here that real municipal corruption starts,

The policeman is a very important factor in a bay's life. The
peliceman is the only cne wha knows the boy, knows his environment, his ideas.
Yet the buck is passed to the county attorney, to a county judge. And the
social aspects of the duties of a policeman are forgotten.

A policeman is promoted according to the number of arrests he
makes, instead of his work to maintain a law-abiding neighbprhood. Prizes are
given to policemen who kill men in the performance of their duty. Violence is
too much associated with the police and prohibition departments of government.

The immigrant usually has troubles enough at home. He sess enough
of brutality and violence and dcesn't want more. Yet the hero-warshiping boy
looks upon the man condemned to the electric chair as a hero. If the same man
had been sentenced to & life of hard labor in prison he would not have been a
hero.

The English police are not armed. Neither are the Irish police.
It is a future idsal toward which the Amsrican police should strive. We need a
new conception of governmeni with an abatemsnt of rough and ready ways. But, of
course, the criminal must be disarmed first.

Discussion

Mrs. B. F. Langworthy, past president, Women's City Club of
Chicago, led the discussion by suggesting that if, as Miss Addams had said,
young people of six or seven years of age ars being recruited into gangs, civic
education should begin in the elementary schools, in the earlier years than the
junior high. Also she recommended that children and adults should be taught
that a good police officer is one who prevents crime and disorder, not through
violence, but through understanding the people with whom he deals and through
an appreciation of the real significance of a policeman's job.

Mr. Frank Rexford, New York City public schools, continued by
urging civic organizations to recognize the importance of educating the child
between six and twenty-one. He should be taught self-control and made capable
of assuming responsibility, which, today, is thrown more and more upon the
shoulders of the young. BSuch young people are the leaders of ths "day after
tomorrow" and immediate attention must be given to filling in the gap which
exists in their training at the present time,

Preofessor Graham Taylor, University of Chicago, contended that it
is impossible to deal with the detached child. The family group pravides the
background which can destroy or aid the influence of civic education on the
young people. There must be cooperation between the parent and the school.
Otherwise all endeavor to educate the child to his civic duty will have been
for no purpose. To this end, more adult education is recommended through the
medium of more visiting teachers.

The mesting then adjourned.

(Discussion reported by C. F. Sharpe, Cincinnati Bureau of
Governmental Research).
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12:30 P. M,
LUNCHECN SESSION

Regional Censeclidation

Presiding officer, Mayo Fesler, director, Cleveland Citizens' Leagus.

(Summary of Mr. Fesler's introductory remarks).

This is known as the age of mergers in banks, railroads, mercantile
houses, power companies and agricultural interests, Everywhere they are con-
solidating their separate units in the interest of greater economy and increased
efficiency. The smaller banks in the city and suburbs are being absorbea and
made branches of the central banks. The $2,000,000,000 banking corporation is
no longer a dream. It is a reality. The separate power units are being absorbed
by great interstats corporations and their power lines are spreading out in every
direction. The big railroads are gredually consolidating their individual lines
into a few transcontinental systems with their tentacles stretching out in every
direction, and feeding into the main line. Even the farmerz are beginning to

consolidate their producing and marketing systems in the interest of increased
profits.

But in contrast the directly opposite movement is going on rapidly
in local urban government. Disintegration, instead of consolidation, is the
trend. Morc and more local political subdivisions are being set up to perform
the community services. Ten years ago Cuyahoga county contained 92 political
divisions; today it contains 103 separate taxing units. The same tendency is
seen in practically every metropolitan center in the country. The question of
regional government is the paramount issue in our larger cities.

Address: RECGIONAL CONSOLIDATION IN THE CHICAGO AREA, by
Charles E. Merriam,

(Summary)

This is, as Mr. Fesler says, the age of mergers in business and
industry, but the realm of government has been little affected by this tendency.

The political disintegration of our metropolitan communities is going on before
our very eyas.

At the pressnt rate of growth, we shall soon see the time when
there are more Chicagoans outside than insidec the city. What has been happening
in Chicago is typical of what is happening in large cities everywhere in this
country. It is the disintegration of the metropolis; the unmeking of Chicago
iz going on before us.

In the Chicago area, there are 4,000,000 persons bound together
in an economic and social unity, but without political unity. Thers are 1700
different municipal governments in the Chicago region, There are four states
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and 16 counties. There are 202 other cities, 166 townships, 59 park districts,
10 sanitary distriets, 188 drainage distriets and 1000 miscellaneous districts.

The government of Chicago itself is an eight-ring circus. Why we
haven't even a single political boss! Two or three or more are always carrying
on a sort of gusrilla warfare among themselves., Eight governments, in other
words, constitute the core of Chicago, and outside there are 1700 others.

Getting some dogree of order intoe this chaos is largely a matier
of education and the development of cooperation., There are four ways in which
the job can be dons, however.

First, Chicago could be a separate state., Is this the idle dream
of a misguided professor?! Seriously, there is much to be said for this separate
state idea. It would certainly locate squarely upon Chicago the responsibility
for its government or misgovernment. It would enable Chicago to develop its
ovn policy. Such matters as judicial organization could be handled in a modern
manner. With the best of intentions men in other parts of the state, facing
problems of rural communities, cannot comprshend the peculiar and gigantic
problems of a metropolis.

All the more difficult is it for them to appreciate our point of
view because they are honest, and cannot see why the application of their
system to our conditions simply won't work.

Second, Chicago could solve this problem by the annexation of
ad jacent territory. This worked till about 1500, but has become increasingly
difficult since then, for obvious reasons. I should like to see it tried,
beginning with Evanston.

Third, we could solve this by the development of some form of
borough government such as New York has, with tho various sections representad
in a central body.

Fourth, there is the possibility of developing functional areas
for spsecial purposes, This would take the form of such units as recreational
areas, public health areas, metropolitan police areas, etc.

To accomplish any of these, we must reach out beyond the corporats
limits of Chicago. Some sort of regional government is a necessity. I should
like to see any of them tried. The main thing is to direct public policy
toward this end.

The important thing is for Chicage to have the right to govern
its own affaira, We need municipal home rule. The legislature is strangling
the city of Chicago by failing to give it authority to act, when the most
criminal thing in the world is inaction! They'll give us sticks of taffy in
the form of more taxing power, and other things, but they will not give us the
liberty to govern our own affairs.

I venture to predict that the rural overlordship over cities will
cause untold difficulties if continued. They say that Chicagoe, New York,
Philadelphia and other of our large cities cannot be trusted to govern them-
selves. Two-thirds of our population live in cities. If the people who live
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in cities cannot be trusted to govern themselves, how can America govern herself?

Address: REGIONAL CONSOLIDATICN, by Thomas H. Reed,
University of Michigan,

(Summery)

Regionalism is an economic and social fact. Our units of local
government, cities, towns and counties, are no more than historical accidents
or arbitrary creations. They once corresponded fairly well with the conditions
and needs of life, but now no longer do so. The city of Chicago was once
Chicago. It provided & form aof governrment and a means of internal development
for the population assembled around this strategic site. Being extraordinarily
far-sighted ~- unduly optimistic, it seemed to many -- Chicago extended her
boundaries, some forty years ago, to include many square miles of open prairis.
The city thus remained an expression of the real Chicago for a longer time and
to a greater extent than Boston, Pittsburgh, Philadelphia and many other cities.
But the urban drift of population has overflowed these vacant spaces, and modern
means of transportation have spilled the surplus over parts of three states.
When nov we say "Chicago" we mean most often the great congeries of cities,
tovns and counties which are here because of the commercial and industrial
advantages of the Chicago site. Regionalism is a fact thait cannot be denied
by the boundary descriptions of a city charter.

The fact of regionalism gives rise to a need for regional govern-
ment, Throughout any region there are problems of planning, zoning, transport-
ation, traffic, recreation, health, sanitation and public utility relations
which cannot be satisfactorily solved by the existing units of government.
There are but two alternatives: more stats interference in affairs essentially
local - which God forbid! - or regional co-opsration. There are two possible
methods of co-operation: first, voluntary hit or migs co-operation, depending
on occasional agreements or understandings between otherwise unrelated units;
and second, orderly consistent co-operation through the establishment of regular
organs of regicnal government. I think there can be no doubt that in the long
run our citizens will choose to establish governments commensurate with the
tasks now waiting to be performed,

Specific regional problems have been solved frequently by the
creation of special districts, with an accompanying corps of new cfficials.,
When the Boston water problem became acute a half century ago, a metropolitan
water commission was created to take care of it, and the Chicago sanitary
district is an outstanding exazmple of this maethod of solving a problem of
regional scope. It is not my intentien to criticize the working of such
districts, for some of them have accomplished remarkable results. I do wish
emphatically to declare, however, that they have not been, and cannot be, a
satisfactory substitute for regional government. Since it is the simplification
and not the elaboration of political machinery to which politicians object,
these special units have represented the line of least resistance; but while
their creation may forestall and delay the cowming of regional government, in
the long run they cannot prevent it. They are at best makeshifts - stepsz in
the direction of regional government.
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If regionalism pgave rise to only ons or two problems, the voter
and taxpayer might tolsrate & special commission or so to handls them. He could
afford, perhaps, to shrug his shoulders at the multiplication of junketsers.

Sut regionalism, in fact, brings forwerd e series of related problems, too many
to be the subject each of a special cormission. There is need of a comnon
governmental agency directly responsible to the people of the region.

But if we are to have regional governments of somewhat varied
functions, what is to be their relation to the existing units of government?
This is the question. If we simply are going to superimpose another govern-
mental unit on the too many we have today, we will be purchasing regional
unity at a high price. There must be some rational readjustment of the areas
of local government. The several gradss of units must be so articulated as te
avoid wasteful duplication of effort and expense.

I wish I could give you a formula applicable ta all regions, but
there is none. There are same regions, with no large cities, where a certain
simplification could be achieved by simply eliminating the township and using
the county as the smallest unit of rural local government. Except in a few
thickly populated sections, the township is moribund -- the cause being
financial enasmia. Furthermore the county is no larger todayjy from the point
of view of time distance than the township was fifty years ago.

But the most crying rcgional problems are not found in rural
sections., They arise in the neighborhood of large cities. The character of
such regions is usually predominantly urban, but they differ greatly in the
nurber, character, and relations of tho existing units concerned. It has been
my privilege in the last two or three years to study in detail the regicnal
situation around two of our great cities, Pittsburgh and St. Louis, in connec-
tien with attempts to establish regional governments, and although I can draw
from my study no general formula, I can assure you that even the most knotiy
of governmental problems can be solved if approached in a spirit of mutual
friendliness and fair play.

The meeting then ad journed.
(Summaries of Mr. Fesler's remarks and Dr. Merriam's address

reported by H. T. Shenefield, secretary, Tolsdo Commission of Publicity
and Efficiency).
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2:30 P. M,
GROUP SESSIONS

1. Mechanical Helps to Governmental Efficiency

Presiding officer, Morris B, Lambie, executive secretary, league
of Minnesota Municipalities.

Address: THE COOK COUNTY EFFICIENCY PROGRAM, by J. L. Jacobs,
director, J. L, Jacobs and Company, Chicago.

Many instances can be cited, both in private and governmental
organizations, where great improvement and efficiency in administrative service
and corresponding money savings have been obtained through simplification,
standardization of procedure, the elimination of superfluous details, and the
utilization of labor-saving machinery and squipment.

The results of the adoption during the past six years of improved
administrative organization and methods in some of the Cook County departments,
are interesting in this respect. This program, a means of taking care of the
increasing and new services with aveilable revenues, was initiated late in 1922
and has since been put forward with the cooperation of the board of commission~
ers, the judges of the circuit court and the heads of most of the departments
affscted.

In order that the improvements and economies could be sffected at
the sarliest time, the program was divided into two ma jor phases. The first
phase had tc do with the rearrangement of departmental organization, the
elimination of unnecessary positions and the installation of labor-saving
devices and simplified procedures which could be put into effect without
statutory revision. The second division of the program includes the development
and the prosecution of plans which require either constitutional or statutory
amendment.

Simplified Administrative Procedure and Mechanical Helps

The phase of the Cock County efficiency program having to do with
the subsztitution of advanced administrative practices and laber-saving services
for antiquated methods, falls into three major divisions, viz: (1} the in-
stallation and use of addressograph machines to prepare records for the
assessing, review, extension and collection of taxes; (2) the use of the
photographic process for making permansnt and certified copy records of in-
struments filed for record in the recordsr's office, and of decrees, judgments
and other documents of the various courts of record, and for other departments;
and (3) the installation and use of audit and tax receipting machines,
statistical and tzbulating machines, bookkeeping and accounting machines,
central addressographing of payrolls and warrants, dictating and transcribing
machines, and duplication, stamping and mailing machines, together with
standardized records and procedures for the respective county departments and
institutions.
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With the adoption and extension of simplified administrative
procedures and the utilization of these labor-saving devices, there has come
about marked improvemsnt in efficiency and in the expansion of services. These

have been obtained along with decreasing unit costs and increasing net annual
savings.

Since the installation of the simplified methods and continued
operation of the squipment, it has been possible, not only to catch up with
much work which was in arrears, but also to take care of the increasing amount
of current work which has been brought about, both through natural growth and
through requests for additional services which it was physically impossible to
furnish under the previous conditions. Such services and machine output have
increased as the operating organization has become familiar with needs and
requirements. It is safe to say that the present organization and equipment
are adequate to perform the increased operations and render enlarged services
without any material changes for the next five to ten years.

Soma Results of County Efficiency Program

Beginning with approximately $205,000 in 1923, the net annual
savings accomplished through the modern systems and machine operations increased
to approximately $920,000 in 1927, and to 1,225,000 in 1928, In addition,
reductions of some $335,000 have been made annually through the elimination of
unnecessary positions in the county departments and institutions. WNet savings
of approximately $1,500,000 annually are now being obtained as the result of
the adoption of these measures.

For the fiscal year 1924, when it appeared that the savings would
more than offset the cost of increasing obligations and institutional services,
the county board voluntarily voted a 10 per cent reduction in the county
corporate taxes., In each of the years up to 1928 the corporate fund appropria-
tions have been kept below the maximum and the county clerk, in extending the
corporate taxes, has applied rates of from 22,2 cents to 23.9 cents instead of
the 25 cents per $100 valuation allowed by law. These have resulted in savings
of appreximately $2,000,000 in corporate tax payments.

With these improvements in administration, and the savings and
the additional revenues available, Cook County has been enabled to provide for
the enlargement and the addition of a number of institutional and social services
and also to meet obligations imposed by new laws.

Through the foregaing measures and through periodic appeals made
by the county beard to the county institutionsl offices far cooperation in the
interest of effective and sconomical administration, the caunty has been enabled
to carry on and to enlarge the necessary social service activities, and at fhe
same time to obtain the foregoing savings and tax reductions. Without these
improvements and savings it would not have been possible for Cook County to
carry these increased financial burdens as long as it has,

Photographic Process for Recording Documents

The adoption by Cook County of the photographic procoss for
recording documents filed in the recorder's office has meant not only a great
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stride in furnishing an accurate, spcedy and economical method of mwaking such
records, but it has given impetus to the movemsnt of substituting photography

for the typing and longhand copying of records in the federal and many state,
county and other loecal government.

Analysis of the increasing volume of information from official
sources shows: (1) that photographic recording, with the use of the special
photographic equipment and permenent ledger paper, furnishes permanent and
durable records, as clear and legible as the originals; (2) that the organiza-
tions which heve instituted this method have found the photographic process to
be faster and more sconomical than any other method; and (3) that in addition
to increased speed and money savings which are obtained through photography,
there is the assurance that the records are identical with tho original
documents both as to content and clarity. This eliminates the possibility of
errors in copying and minimizes possibilities of forgeries and changes in the
records.

Prior to the adoption of photography in the Cook County recorder's
office, the work of cepying and comparing the ever incresasing number of documents
required an organization of over 300 employees working at times on three shifts,
In spite of this large organization, documents filed for record at times remained
uncepied and undelivered for from three to six months. The aggregate cost of
transcribing some 5,500,000 folios of these instruments (including the cost of
typing, comparing and binding) was slightly over 8 cents per 100 words. With
the photographic process it has been possible for the recorder's office to keep
not only the recording process up to date, but to reduce the unit cost to
slightly over 3.6 cents per folio, a net reduction in cost of from 58 per cent
to 62 per cent.

The present year was the fifth full year during which the photo-
graphic process has been in use in the recorder’s of fice. Continued improvement
is noted in the operating organization and in photographic paper.

During the first year of photographic operation, the documents
photographed were approximately 90 per cant of the total filed, 10 per cent
being typewritten. Since then, the percentoge of documents photographsd hus
constantly increased. For the fiscal year 1929 approzimately 974 per cent of
the folios have been photographed and 2% par cent have been written.

Photographic recording has brought about net savings of from
$230,000 to $270,000 annually in the recorder's office. The net savings in
1928 amounted to $239,874, a decrease from 1927 owing to a decreased volume of
work, and increasss in salaries,

Photographing Court Records of Cook County

The clerks of court and some of the other departments are required
to record at length all decrees, judgments and other documents, With a view to
improving the services and reducing the cost of this work, a plan was developed
and adopted early in 1923 for the use of the photographic method for copying
such documents for these several offices.
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The requirements varied for each of these offices and departments.
In order to provide for the maximum demands and maximum use of the photographic
equipment, 2 central photographic division wez organized under the superintend-
ent of public service, to take care of all such photographic work for the clerks
of court, the board of assessors, board of review, and other county departments,
with the exception of the recorder's office.

The adoption of photography and operation under the central
photographic division made it possible to bring up to date much work that, in
some instances, was seven or more years in arrears and to complete all records
that need to be copied, on practically a {twenty-four hour basis. This central
photographic division has been furnishing increasing photographic services to
the county departwments. Production was increased from 175,000 pages in 1924
to approximately 365,000 pages in 1928,

The original cost of preparing these records by longhand or tho
typevriter varied from 58 cents to $1.39 per standard page. Under the photo-
graphic process, the net cost per standard page was reduced to approximately
18 cents in 1924, With increased production, the cost was further reduced to
approximately 12 cents per page in 1928. The central photographic division
effected net savings of $110,000 in 1925 which increased to approximately
$167,000 in 1928,

Mechanical Equipment for Tax Records and Bills

The work of the assessment, review, extension and collection of
taxes in Cook County is divided between four separate, independent departments.
These departments are required each year to prepare various current and delin-
quent tax records and bills for over 1,200,000 real estate and personal
property tax items.

Prior to the adoption of the new procedure=z, the real estate books
containing some 1,150,000 real estate legal descriptions were written in long-
hand completely each year, and rewritten four times each quadrennial year. The
names and addresses of some 275,000 personal property owners were rewritten at
least six times in the board of assessor’s office and again copied in the office
of the board of review. MNost of the real estate descriptions and names and
addresses, etc. of individuals assessed for personal property were written in
longhand from ten teo twelve times in the county treasurer's office. Bach of
these records were back checked and the tax extensions, footings, and distri-
butions were made by mental process and entered in longhand.

As the result of the study of legal requirements and the organ-
izetion and needs of these offices, it was recommended that the longhand method
be discontinued and in its place there be adopted simplified record procedure
and the installation of a complete set of addressograph, tax extending and tax
billing equipwent for these depariments,

As all the Cook County tax records, beginning with the original
assessments and closing with the tax bills and collection records, contain the
same legal descriptions, personal property names, etc., it was evident that the
only practical plan was to establish a central machine operation organization
t0 render the wechanical services in running off the records for the respective
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departments as required throughout the year. Such central machine operation
also would produce economies in investment for equipment, space and labor.

This plan was accordingly proposed and adopted. The employess of
the division are appointed under civil service rules, and employed throughout
the year, to render the various machine oporation services for the various tax
dspartments. These employees are under the dirsction of the superintendent of
public service for assignments and salaries, but the schedules and extent of
machine operation services in preparing the various tax records are determined
under the diroction and approval of the four tax departments.

An idea of the extent and diversity of the tax records that are
prepared by the machine method for sach tax depariment may be obtained from the
schedule of 85 me jor operations of the central addrossograph and tax machine
organization. Thess matchine operation services follow one another, beginning
with the assessment records for the board of assessors and continuing with the

tax records for the board of review, the county clerk and the county treasurer's
office.

Under mechine operation, all the names and addresses of persons
assessed for personal proporty, and all real estate descriptions with the names
and addresses of persons last paying such taxes, are embossed on addressocgraph
plates, which are run through the various machines for printing. After the
skeleton informetion has been printed on the different records and bills the
tax extending and billing machines are used to calculate and enter the valuations
and taxes on the records and bills, repeating the impressions automatically
where required, Tax items are calculated, extended and distributed automatically
by Moon-Hopkins machines. The billing is done with Burroughs billing machines.

The installation of these mechanical devices has not only resulted
in more accurate and speedy preparation of tex records, but has made it possible
for these departments to take on incrcasing loads and enlarged services to the
taxpayers with no proportionate change in organization or increases in eguipment.

The following comparison of the number of operations performed per
employes during & day shows the difference between the longhand and machins
methods operation. It will be noted that the machine operation now permits the
preparation of accurate, clear and complete tax records in from one-tenth to
one-two~hundredth of the time required under the longhand method.



Number of Operations Performed
Under longhand : Under machine

mathod i method
per employee : per operator
during : during
Operation eight-hour day : six-hour day
Skeletonizing real estate collectors' warrants 150 items 6,000 items
Extending r. 8, collectors® warrants 33 lines 400 lines
Skeletonizing r. e. tax bills 150 bills 10,000 bills
Filling in valuations and taxes on r. s,
tux bills 200 bills 1,800 bills
Skeletonizing r. e. printers' list 150 items 20,000 items
Filling in valuations and taxes on r. e.
printers' list 200 items 2,000 items
Skeletonizing personal property colleoctors'
warrants 150 items 10,000 items
Extending p. p. collectors' warrants 33 lines 400 lines
Skeletonizing p. p. tax bills 200 bills 10,000 bills
Filling in valuations and taxes on p. p.
tax bills ..., - 1,800 bills
Skeletonizing state's attorney's delinquent
letters 300 letters 20,000 letters
Skeletonizing p. p. printers' list 300 items 20,000 items

The cost of preparing the different tax records has likewise been
reduced about one-third to one-tenth of the former cost, The net annual savings
effected, after deducting all salary costs and operation expense of machine
operations, have increased from approximately $215,000 in 1924 to $320,000 in
1228 and 1929.

Special Assessment Records Preparsed by Duplication Process

Pending the extension of the use of the addressograph plates in
the preparation of the delinquent special assessment records, the agencies
prepare the delinquent records with duplicating ink or pencil. By this simple
process, the county treasurer is now enabled immediately to run off the necessary
judgment, sales and forfeiture records and printers' lists as required by law
without rewriting and proofreading.

This simple change not only furnishes duplicate copies of records,
but has reduced the cost of deing this work from 56,000 to $20,000, a net
saving of §36,000 each year.

Tax Receipting and Auditing Machinaes

In order to obtain a complete record and a daily audit of taxes
collected for the different taxing bodies, cash register machines are used for
receipting, auditing and balancing.

Persons paying their taxes at the county treasurer's office pay

at designated cages. As taxes are paid and registered, a record of the amounts
received is made by each machine. A receipt stamp is affixed on the tax bill
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end similar receipt stamps are automatically affixed on the duplicate stub and
2 proof sheet in the machine. Each machine segregates by code arrangement the
tax collections for each of the major towns, so that distributien of taxes to
each of the majer taxing bodies is made possible immedimtely after the close of
the day's collections.

#ith the sorting of the duplicate stubs, control of the total
collections for each town is established and the grand totals are made for pach
tax volume, so that it is now possible to audit and balance the tax collections
and distribute taxes at a much esrlier time than was possible under former
methods.

Statistical and Tabulating Machings

For the preparation of abstrcets of assessments in Cook County,
for use by the board of assessors and board of review, and for the printing of
the real estate assessment lists as required by law, olectric tabulating
machines have been used for producing, quickly and sconomically, accurate
cepies of the data.

As against departmental cstimates of $500,000 for the longhand
preparation and the publication by legal deseription of the 1927 real estate
assessment lists in Cock County, the actual cost of carrying through these
operations with the use of the tabulating aquipment, supplemented with the
addressograph and planographing process, was approximately $115,000. Correspond-
ing savings in time and money have been made in preparing abstracts of more than
1,150,000 parcels of real estate for the scientific reassessment program which
is now under way in Cook County.

Accounting and Bookkeeping Machines

As a result of a study of the requirsments of the accounting
racords in the comptroller's office and corresponding records prepared in the
treasurer's and county board offices since 1924, these records are prepared by
bookkeeping and adding mechines.

Bookkeeping machines furnish in a shorter time more accurate and
clearsr records than was possible under the longhand system. They permit
balancing of subsidiary and general accounts, and furnish valuable data for use
in the preparation and execution of the budget.

With the use of these machines, two employees were found to be
sufficient to take care of all the work; one to audit the bills and certify
expenditures, and one to type warrants and post and balance the daily expense
ledgers. Prior to this installation, a minimum of six employees were required
in the comptroller's office for this work,

Central Addressograph Preparation of Payrells and Checks

Definite and uniforn procedure for time recording and for payroll
control are a great aid in payroll and anditing work and minimize errors and
possible payrell abuses.
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To elirinate varijations in procedure, and longhand payroll records
a plan for a central addressograph payroll system was worked out in cooperation
with the comptroller. This installation consists of one addressograph machine
which writes all payrolls, pay checks, identification slips and other payroll
records heretofore written in longhand by the different departwments.

In addition to such payroll records, the addressograph preparation
of payrolls has permitted furnishing an additional copy of all payrolls to the
treasurer's office for o puyroll register, which was formerly written in
longhand,

Aside from thesz improvements, the machine method furnishes
clezrer, more concise, and up-to-dato records than were possible under the
rmethods formerly in use in all the departments.

Address: ROAD AND BRIDGE COST ACCOUNTING IN HENNEPIN COUNTY, MINNESOTA,
by F. R. Chailquist, chief accountant, County Auditer's
Office, Hennepin County.

In Hennepin County the cost accounting for road and bridge
activities is done with Hollrith tabulating machines. Broadly speaking, these
activities consist of the maintenance and construction of roads. Maintenance
includes smoothing the surfaces, filling holes, cleaning ditches, oiling,
regraveling, snow removal, etc. Construction may be anything from a $300
graveling job to a $2,250,000 bridge.

The object of our zcecounting procedurs is to arrive at the cost
of each job; to find out how close actual costs are to standard costs, if
possible; to arrive at comparable unit costs or efficiency yardsticks: to make
a chack on available funds, and on outstanding and authorized work; te check
on and account for stores, gzsoline, etc; in fact to do all those things that
the accounting scheme in an up-to-date private business is supposed to do,

A plan of procedure is necessarily an essential of any system of
cast acecounting. This is true with the tabulating wmachine procedure also.
Before your first card con be punched, you must, if you are going to have the
best results, plan your mode of attack to the last minute classification, The
procedure schedule, therefore, becomes the most important link in the chain.

A well-planned procedure schedule .nd classificetion is nine-tenths of the
system. This classification .nd procedure schedule should be made broad
enough to t2ke care not only of present needs, but also of possible future
neads.

Labor

As a part of the employment scheme, an employes in the road and
bridge department is required to fill out in his own handwriting two identifi-
cation cards as soon as he goes to work. These cards are 0. K'd. by the foreman
and forwarded to the accounting division, wherc an ewployee number is assigned.
One card is returned to the forcman to be handed to tha employse; the other is
retained by the accounting division. The purpose is identification for the
omployee and verification of the signature appearing on the daily time card.
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Every employee makes out and signs an individual daily time card,
which is checked by the foreman. Operation classification and code numbers are
printed or mimeographed on the face of the card. These eliminate the necessity
of employess writing descriptions of the work performed and also guessing by
the accounting division as to the kind of work to be charged. All pieces of
equipment, down to wheel barrows, are numbered, and any employese using a
numberod piece of equipment must report on his time card the number of the

equipment and the time actually used, in the same manner as he reports his
own time,

There are five kinds of time cards: namely, routine road mainten-
ance cards; engineering department cards; equipment repair and miscellaneous
cards; project cards for jobs exceeding $300; and road oiling cards. This
gives a sketchy idea of the methods employed in getting a record of man and
equipnent performance. Most of the time cards are mailed in by the foreman
in charge. ihen received, the time clerk checks the distributions and makes
necessary computations.

The cards are then turned over to the punch opsrators, who punch
the necessary data directly on the cards the employees made out. The cards
are then placed in a file until the pay roll period. Then they are sorted by
a sorting machine at the rate of 400 per minute, so as to get the proper
arrangement as to man number, dates worked, kind of work performed, and crew
worked in. The cards are then placed in the tabulator, 2 blank pay roll sheet
is slipped in the printing device, the electric button is pressed, and the
result is a pay roll which lists the men according to man number, the dates
each man worked, what he did, the total hours worked, and total amount of
money due him. The cards are then run through the sorting machine for the
dates worked and the man-numbers. Punched man-number index cards may be
thrown into this sorting, and the final result will then be an indexed histary
of each man's time by days worked. 1In cases of dispute, this affords a very
satisfactory check of time as it is the man's own record of his time as 0. K'd.
by the foreman,

Purchases

To a considerable extent our accounting department performs the
funcgtions of a purchasing agent., Purchase requisition orders are made out in
quadruplicate. One copy goes to the person from whom purchase is to be madse,
one goes to the person requisitioning the material; one is filed numerically
and used as a purchase register or journal; and the fourth is filed for use as
a part of the voucher when the bill is put through for payment. As bilis are
paid, the orders are transferred from the purchase journal file; those rexain-
ing represent our obligations on outstanding orders. I might add that purchase
orders, when placed, are priced either with the aetual cost or an estimated
caost., Consequently at the end of the month we can ascertain within narrow
limits what our outstanding obligations are, Purchase payments are punched on
green accounting cards. All purchases delivered direct to the job are charged
direct.

A certain portion of purchases go into stores, including bulk

purchases of gasoline, oil, grease, etc. Stores purchased are charged to the
storekeeper through a stores account and a gasoline account. Gasoline, oil,
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etc., sent direct to the roads, are charged to the foreman through a road gas
account. Each of these accounts controls subsidiary ledgers, Purchases for
the stores accounts are punched in duplicate; the first set of cards go into
the control account, and the other set is used to post the subsidiary stores
ledgers. Stores are disbursed on properly 0. K'd. requisitions, copies of
which go to the accounting department. From these requisitions, cards are
punched in duplicate, one set being used as charges against the equipment or
roads receiving the materials or supplies, and ths other set being used to
post the credit side of the subsidiary stores ledgers.

Importance of Stores Accounting

I would like to elaborate a little on the significance of this
procedure of handling stores and gasocline. Undoubtedly, you have knowledge
and possibly experience in handling stores in the old fashioned way. At the
end of the month you have a stack of requisitions, each of which has probably
five to twenty or more items, You wade through this mess and get a recapitula-
tion, so that you will know how much to charge to the various major control
accounts, such as equipment expense, road maintenance, road construction, ete.
Then you post all of thc detailed items on the debit side of the various
subsidiary divisions of these control accounts. Having done this, you start
all over again and post the various items on the c¢redit side of the proper
subdivision of the stores lsdger. Then you proceed to prove up, praying the
while that you haven't overlooked posting a half-dozen cotter keys or some
other small item,

In spite of your prayers, you stand an even chance of having to
go through and check the whole mess again before you get a proof. That is one
of the jobs that take the joy out of accounting. It is a job that is fit only
for a practical bookkeeper -- one of those fellows who, in this day of mechan-
ical equipment, is still voting for Thomas Jefferson, in an accounting sense.

Contrast this slow method with the punched card method. You turn
your requizitions over to a comptometsr operator, who extends and totals them
up in very short order. Having established the total, the punch cperator takes
them, and starting with the first item on the first requisition, she goes down
the line, punching duplicate cards in one operation. Having punched the two
sgts, one set is run through the tabulator at the rate of 150 to 175 cards per
minute, for a proof total. Having proved the correctness, one set is sorted as
to requisition nwrber and stores class, This done, you place them in the
tabulating machine, slip your stores ledger sheet in the other end of the
machine, and the result is a stores distribution ledger which shows as much or
as little information as you want, and you don't have to go back and check up,
The other se¢t of stores cards you place in your file as charges against the
proper accounts, and you know before starting your pesting that your charges
foar stores are going to comc out right. This procedure of handling stores
illustrates the accuracy and time-saving possibilities of mechanical applica-
tion to accounting, not only as to stores but teo the procedure as a whole.

We will now assume that we have completed the preliminary job on
this hypothetical period's work. We have punched labor as the time cards caine
through; the purchases, stores issued, gasolinc issued, and equipment used have
all been taken care of. Our file no? contains a mass of cards, which in the
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aggropgate repressnt the month's performance. We are confronted with the
business of getting it on the general and subsidiary ledgers. We will plan our
procedure with both of these angles in mind., If we have not proved our cards

as we went along, the first thing to do is to run them through the tabulator
for proof totals.

Proving the Books

The total of the manila and green cards must equal the total of
the disbursements for the month. Sc with the total of the blue stores cards,
the yellow gasocline cards, and the salmon equipment cards -- it must agree with
the respective control tetals. Having satisfied ourselves on this score, we
proceed to sort with the idea that one complete sorting is going to be suffi-
cient for all purpnses we have to accomplish, This is done by sorting first
to commodity number, second by road, project, contract and equipment numbers,
and finally by account number.

Having done this, we procesd to run the distribution register or
journal, which with us takes the place of a factory journal. This distribution
register is the basis for entries made in the general ledger. This done, we
take the cards under each account number, which is a control account, and post
them to the proper subdivision of the proper subsidiary ledger. Bear in mind
that your posting run totals your sheets as they go through, and also notice
that the same cards that are posted in the subsidiary ledgers are the basis of
the journal entries for the general ledger. Apparently there is not much
chance of being unable to prove control accounts.

Our books are now posted and proved. We now probably have somse
jobs or projects completed and ready for job cost reports. As all cards when
posted were filed and indexed by jobs, we go to our files and take out the
cards pertaining to the project to be reported on. The cards are run through
the sorting and tabuleting machines, the result being an analysis of each class
or kind of laber, material, etc., entering into each operation class, From this
machine analysis, ths cost sheets for the job are preduced,

Arriving at Unit Costs

The detailed cost shest section covers every commodity or in-
gredient that enters into cost of production, while the summary of cost sections,
in addition to giving an abbreviated cost history of the job, analyzes and
compares quantities, total costs and unit costs. The engineering department's
estimate of cost, when made, was set up as an encumbrance against our annual
budget, and was also used as a measuring stick of the progress of the job during
the time the work was being done. The engineering department's final report
was made after the job was completed., Its purpose primarily is to report actual
quantities moved and to correct the estimates. The cost based on the previous
year's averages, together with the engineering department's estimate and the
final report, are comparative measuring mediums used as aids in determining
whether actual costs are just and warranted. To some extent, where it has been
possible, we have secured, compiled and averaged unit costs of like jobs par-
formed by others in our immediate neighborhood. This composite has been used
as an additional yardstick for measuring and justifying actual costs, and is
as close as we have come to using standard costs.
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The individual operations are recapitulated and averaged so that
at the end of the season, or oftener if desired, a comparative report of unit
or operation costs is available. This summary gives a three~ysar comparison
for aach of the three methods used for the performance of the gravel hauling
operation; namely, by county trucks, by hired trucks, and under contract. As
will be neted, this gives a rather clear cut picture of the relative merits of
the thres methods used,

Savings of Cost Accounting

To illustrate the general saving that cost accounting can effect
in municipal affairs, I cits two examples. 1In 1928, with more and clder
equipment, the cost of repairs amounted to $60,381, as against $93,037 in 1925,
the year that cost accounting was installed. The unit cost for hauling gravel
with our own trucks in 1925 was 23.57 cents. In 1928, with practically the
same personnel and exactly the same wage scale in effect, it was 16.3 cents,
which means that the 1928 program under this particular operation would have
cost $5,940 more on the 1925 efficiency basis.

These are only two of many savings that could be mentioned. Many
of the benefits accruing cannot be measured in dollars and cents, as for in-
stance, the increesed sense of responsibility starting with the executives and
going down the line to the laborer in the field, the possibility of planning
future work more intelligently and effectively, the bringing to light of faulty
and wasteful methods, past and present, etc. Against thess savings must be set
the expense of accounting, amounting in 1928 to $10,587. Of this amcunt not
to exceed $8,000 is chargeable to cost accounting, as it would require at least
$2,500 to $3,000 regardless of whether any cost accounting was done or not.

Summary of Discussion

The discussion was opened by Roy A. Knox, dirsctor, Bureau of
Budget and Efficiency, City of Los Angeles. He commsnted on the interesting
morning he had spent in observing various mechanical aids to government in
operation at the Cook County office building.

He then discussed the multiplicity of governmental agencies in
the Chicago area and outlined the steps he thought should be taken to alleviate
the situation. There should be, he said: (1) a comprehensive survey by some
reputable civic association; (2) a campaign of education among the people to
put the survey over; (3) the construction and maintenance of proper cost records
for all local governing agencies; (4) a thorough study of the local personnel
problem.

The discussion was continued by Harland C., Stockwell, of the
Chicago Bureau of Public Efficiency. He commended the emphasis placed by
Mr. Chailquist on standards of production cost as an aid to the public in
judging services rendered for money paid, and emphasized the necessity for
simplicity in accounting forms and procedure.

In discussing Mr. Jacob's paper he brought out the following
points:
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1. Mr. Jacobs states that "machine operation now permits the prepara-
tion of accurate, clear and complete tax records {in Cook County) in from one
tenth to one two hundredth of the tims required under the longhand methed." In
view of this statement it would be interesting to know whether, upon installa-
tion of the new machinery, the number of workers was decreased proportionately,
or if the amount of work actually accomplished increased by from ten to 200
times. Was there a real saving in the number of help employed -- or were
individuals simply shifted to another department? Aside from political in-
fluence, did civil service regulations hamper the cutting down of personnel?

2. Machinery in most cases can only do certain kinds of standardized
work -- and economy would require mass production. In smaller communities the
application of intelligent longhand methods wight be just as effective as and
more economical than the purchase and use of machines. Where should the line
be drawn?

3. When Mr. Jacobs computes savings resulting from the installation
of machinery, does he take account of the original cost of the machines, de-
preciation and probable life of the equipment? Likewise, if employees have
been shifted rather than dismissed, does hs consider that a saving?

4, Would it be advisable in large cities to have a central department
of machines?

W. T. Middlebrook, University of Minnesota, then asked: "To what
extent has Mr. Jacobs been able to centralize dictating machine work in Cook
County?

Mr. Jacobs stated that there is no question but that a plan for
consolidation of governments in the Chicago area is advisable. He referred to
a recent article in the National Municipal Review on the subject.

In answer to the points brought up by Mr. Stockwell, he pointed
out :

1. Savings brought about by the installation of machines were
distributed in two ways: (a) increased service; (b) actual net reduction in
appropriations for certain work. Emphesis was placed not so¢ much upon decrease
in personnel as upon increased service.

2. Undoubtedly there is a point where longhand lebor becomes more
economical than machine labor. Each case must be studied by itself. Once
machines are installed, new and valuable things to do with them appear. To
warrant installation, a machine such as the Heollrith should be used more than
two or three days per week,

3. Depreciation on new machines is not as great as that on the old
type. The coat of the new machines is not important enough to consider,
though, of course, it should be included in exact accounting procedure.

4, A central department of machinery would be desirable, but diffi-
cult because of the jealousy usually existing between various elected officers,
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In answer to Mr. Middlebrook he said that dictating service has
been very hard to centralize because each clerk of court ob jects to surrendering
any authority whatever to a centralized bureau.

The meeting then ad journed.

(Discussicn reported by Harland C. Stockwell,

Chicago Bureau of Public Efficiency).

2. Measurement Standards in Government

Presiding officer, 4illiam C. Beyer, director, Philadelphia
Bureau of Municipal Research.

Address: REPORT ON UNITS OF MEASUREMENT FOR STREET CLEANING, REFUSE
REMOVAL AND DISPOSAL, by Clarence E, Ridley, secrstary,
National Committee on Measurement Standards.

Students of government have long resalized the urgent need for
standards by which the results of government could be measured objectively.
Cloth may be measured by the yard, time by the hour, coal by the ton and heat
by degrees; but no objective standards have ever bsen developed whereby the
effectiveness of police work, public welfare and other governmental activities
can be sscertained with any degree of certainty.

Those of you who were et the meeting of this Association at
Cincinnati, last year, and attended the session on “"Measurement Standards in
Governwent" were told that the National Committee on Municipal Standards, formed
under the joint auspices of the National Municipal League, the Governmental
Research Association, and the Internaticnal City Managsrs' Association, had
selected one municipal service to be studied exhaustively with a view toward
establishing a technique which might be applicable to other services. That
service was street cleaning, We nov report that this assignment to which we
addressed ourselves has been carried out, end we present to you at this time a

report on "Units of Measurement for Street Cleaning, Refuse Removal and
Disposal."

Before entering into a discussion of these particular services,
hovever, it might be appropriate to set out briefly the general technique or
method of procedure which your committee chose to follow. At the ocutset; we
realized that there were several different bases for measuring governmental
activities; viz: (1) on the basis of purchases made; (2) on the basis of work
done; and (3) on the basis of the result. For this immediate study we adopted
only the first two.

Qur next task involved setting up the several steps necessary in
developing units of measurement. These were: {1) identification of the activity;
(2) determination of a unit of measurement; (3) determination of factors govern-
ing the cost of the activity; (4) determination of cost in terms of the unit of
measurement; and (5) development of an impersonal means of applying the unit of
measurement to the activity.

w9]l=



Heving thus determined the bases of measurement to use and the
techniqus of applying them, we proceeded to consider street sanitation.

It seemed to us that the process of keeping a city clean and free
from refuse could logically be separated into three operations: (1) cleaning
the streets, which includes merely the gathsring and accumulation of refuse
from the street surface into sufficient quantities to expedite its removal to
a disposal point; (Z) removal of all refuse from the source or point of con-
centration, including street sweepings, garbege, ashes, rubbish, dead animals,
leaves, etc., the removal of which is essential to the public convenienece and
health; and (3) disposal of all such refuse by means of incingration, reduction,
filling, dumping at sea, etc.

The plan set forth in our report has for its purpose (1) setting
up units of measurement; (2) establishing definite and uniform procedurse for
estimating the amount of work to be done and its cost; and (3) developwent of
a means of financial end administrative control for the three activities --
street cleaning, refuse removal and refuse disposal. The report also contains
suggested forms for preparing administrative work programs and reporting actual
coste, together with a list of factors influencing unit costs in different
citiea,

This report was submitted to a committes appointed by the Inter-
national Association of Street Sanitation Officials. At their convention at
Jacksonville, Florida, last month, one of the committees recommended the
adoption of this report in principle; that the members put the plan into effect
in their cities for the purpose of trial; and that they send in to the secretary
of this committee whatever changes scomed to them advisabla., The spirit of
cooperation shown by this functional group of officials ssems to augur well
for the future activities of this committes.

We wish to emphasize that this report is still in tentative form,
and we present it only es a conscientious effort toward seclving one small
segment of a very involved and challenging problem. Your frank and constructive
eriticisms will be welcomed by the committec.#

Respectfully submitted,
Clarence E, Ridley,
Secretary,

National Committee on Measurement Standards

Supmary of Discussion

The discussion, participated in principally by T. David Zukerman,
New York City and George M, Link, Minneapolis, emphasizad the difficulty that
arises from the inability to establish a basic syetem of capital accounting.

*Copies of the committee report may be secured from Mr. Ridley at 923 East
60th Street, Chicago, or from the Governmental Research Association,
261 Broadway, New York, N. Y.
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This has not been uniform in the past, nor is it uniform at present. It is
almost impossible to get comparabla figures of street cleaning costs unlsess
some uniformity can be obtained. Harold A. Stone, California Taxpayers'
Association, Los Angeles, in commenting on the same difficulty with regard to
statistics on public school costs, pointed out that in Califernia the effort

to obtain plant costs had been zbandonsd and comparisons confined to operstion
costs per pupil.

Mr. Zukerman further pointed out that there may well be valid
reasons for differsnces in costs in different cities, or there may not even be
an excuse, In any event, he said, the figures are of most considerable use to
the administrator who is trying to improve the quality and keep down the cost
of service. They are also useful to public offiecials and civic organizations.

not by reason of what they prove, but by reason of the questiour which they
raise.

The meeting then adjourned.

(Discussion reported by Joseph McGoldrick,
Columbia University).

3. Moulding the Mass Mind.

Presiding Officer, W. P. Lovett, secretary, Detroit
Citizens' League.

(Summary)

Miss Julia Lathrop, former Director of the United States
Children's Bureau, spoke from the viewpoint of the research worker. The
important thing is to get the facts, which often involves enormous expense
and trouble. When the facts are in hand, they must be prosented skillfully in
the language of the people, The pecple must know the facts "in ordsr not to
be fooled by those high-salaried gentlemen who wish to make the worse appear
the better side." #iss Lathrop recalled her experienco with the Illinois state
board of charities. One of the board's chief problems was to get prominent
and well qualified people to take and keep positions with public charities,
which, though important, often go begging and fall into incompetent hands.

Passing on to her experience in the Children's Bureau, she pointed
out the importance of keeping a research agency out of politics, and made the
statement that from the first there has never been a bureau more free from
political interference than the Children's Bureau.

In conclusion, Miss Lathrop pointed out that when the general
public feels it is being subjected to propaganda, it becomes recalcitrant, but
she expressed her faith that the mass mind, if given wholesome facts, will
reach right conclusions,

Tho next speaker, S. J. Duncan-Clark, chief editorial writer of
the Chicago Evening Post, in his opening remarks pointed out hopeful movements
in Chicago and also paid tribute to Miss Lathrop as one who "has done as much
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as any three or four other people you might mention to mould the mass mind."

Mr. Duncan~Clark then said, "We used to hear much of "pep" -- a2
word meaning vigor, energy and accomplishment. But now we hear only of "kick"--
8 word of purely physical reaction, of emotion, invelving feeling and not mind."
Many people, even among the better educated, lose all interests in anything
when they no longer get any "kick" out of it. There are so many agencies
appealing only to the emotions that we are in danger of becoming a feeling

nation and not a thinking nation. Emotion, though necessary, needs the
direction of the mind,

He then spoke of a recent encouraging experience he had as head
of the Chicago City Club. In spite of adverse predictions, a class in practical
citizenship was organized. This class was well attended by serious minded
people who come regularly and take notes. He cites this as evidence that there
is still a place for non-technical disseminetion of the knowledge that experts
are geining in the field of government.

At this peint, he turmed to his newspaper experience and devoted
the rest of his remarks to the problem of getting important civic matters into
the news in such a way as to catch and hold public attention.

The newspaper man is too much inclined to interpret "news"
interest as “thrill" interest. News of a catastrophic sort, of moral, physical,
or social breakdown, is the sort too often chosen. Even a "dub" reporter
cannot destroy the thrill in such news. But it takess a higher type of reporting
1o dramatize the constructive forces of society. The rules laid down for
editorial writing can be applied to such reporting:

1. Get the reader's attention, by the caption and the opening
sentence.

2. Next develop attention into interest. The best way to do this
is to show the relationship of the facts to the reader'’s own interest.

3. Finally, show the reader how this new knowledge can be practically
applied.

In the past too much of our social reporting has been done by
those who are not trained to write for the masses, as, for example, the dust
covered “"reports" which, though full of needed knowledge, are seldom read.

Science has carried us on at a hreathless pace, furnishing us
with abundant thrills., We must think fast to keep up with it. Newspapers
must take seriously the responsibility of keeping the public abreast with this
advance; they must become "constructively conscious" of their responsibility
in building community opinicn in regard to sccial questions. Most newspapers
treat experiments in sociology and government too perfunctorily.

The great need is for trained social reporters who can catch the
thrill of important social and political events and dramatize them for the
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people. Agencies interested in improving govsrnment should enlist their

brightest minds in helping to raise the planc of newspaper publicity to a
higher level.

Discussion from the floor followed:

Albert R. Brunker, chairman, Chicago Civic Safety Commission, in
citing the well known Chicago scandals and exposures, and the ability of
Mr. Loesch to make the front page, said that such material does not need to
be "dramatized" as it is already dramatic to the "nth" degree. TYet in the
face of such facts Chicago polled only 49 percent of its eligible vote at the
election of May, 1928; though this was much larger than usuel, it probably
was more because of the bombings just before the election than any other
factors; in following elections it was hard to maintain public interest.

Psople must be roused to act not merely once, but again and again if there is
to be parmanent improvement.

Walter J., Millard, field secretary, Proportional Representation
League, who cleimed “twenty-ssven years experience as a propagandist" gave
examples of novel forms of publicity that have influenced the mass mind, among
them Edward Bellamy's Looking Beckward, a game "to teach economics to bankers,"
and Jimmie Walker in the "talkies. Proportional Representation is a subject
which the public finds it hard to grasp, since "it takes five minutes thinking
to understand it," so Mr. Millard uses a set of marked ballots when he is
attempting to explain it. In a certain city a machine which was purchased by
the city manager to test paving made more friends for good government than
"acres of statistics.”

The meeting then ad journed.

(Reportsd by Miss Violet Thorps, Women's City Club,
Chicago).
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6:30 P. M,
BANQUET SESSION

Toastmaster, Honorable Frank 0. Lowden.

The Honorable Frank Q. Lowden opensd the after-dinner speaking
with a short talk. He expressed his personal obligation and the obligation of
citizens in general to the organizations under whose auspices this mesting was
being held. He spoke particularly of the assistance rendered to him when he
vas governor of Illinois, and had asked for help in preparasting the state
administrative code. This, incidentally, pointed the way to administrative
reorganization of state governments elsewhere. The old method of reform was

for citizens to get together, organize, denounce the evils of government and
ad journ,

The National Municipal League and its affiliated organizations
mark the beginning of genuine research in government. When the National
Municipal League was organized the weak spot in the governmental organization
was the city. Notable progress has been made during the last twenty years which
can be attributed in a large measure to these organizations. For a hundred
years we had thought we haed a constitution and governmenta] system that were
destined to remain unchanged forevar; now we know we must reorganize democracy
1o make it really function if we are to kaep it long. We are coming to a new
concaption of all the social sciences and the essentially unitary nature of the
study of society, New methods of getting et facts are being devised, but we
have not kept pace with the material sciences in our study of human relations.

The tnastmaster then read a telegram from Julius Rosenwald, who
wes unable to be present, expressing an interest in the conference and its
work., Following this he introduced the Honorable Russell Wilson.

Address: THE MANAGER PLAN IN CINCINNATI, by the Honorable
Russell Wilson, councilman-slect, Cincinnati.

I feel especially honored in being asked to speak with former
Governor Lowden and President Hutchins before the National Municipal League.
This honor, however, is Cincinnati®s rather than my own, and 1 can but in-
adequately represent a city which really has achieved 2 unique position.
Nevertheless, this position is, perforce, temporary, not because there will be
any recession from the majintenance of good government in Cincinnati, but because
other cities are emulating our example, and before another year has passed we
shall share out proud honor with a number of sister cities.

I have been asked to tell you something of what Cincinnati has
accomplished, and how it has been accomplished. Of course, Cincinnati's
achievement is that of her citizens. A great majority of her citizens voted
for the adoption of the charter in 1924, the very yoar in which Cincinnati
gave President Coolidge an unprecedented plurality. In three successive
elections Cincinnatians have elected to the council a majority of the candidates
endorsed by the charter committee, which has undertaken to assist in the
maintenance of good government in Cincinnati, But all this has required
leadership, in which we have been very fortunate. The movement was really
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initiated in 1923 by Murray Seasongocd, a prominent lawyer of Cincinnati, a
speaker of great persuasion and charm, and above &ll, a fine citizen. Mr.
Seasongood was elected to the first council under the new government, and in
due ccurse was chosen mayor by his charter associates in the council. In 1927
he was re-elected mayor and he now is about to retire after four years' tenure
of office, during which his service to Cincinnati has made him a truly national
figure. He fought for good government with superlative ability and magnificent
courage. In him Cincinnati has had the most distinguished mayor in the United
States. During four years he has established a very real tradition in the
mayoralty, giving to the office a dignity and an influence which it will be
difficult for any successor to uphold. His contribution is highly important,
because he has elevated the office of mayor from a figurehead to a position of
potent political influence in the community. And his scrupulous respect for
the non-partisan mannsr in which the city manager is expected to administer

the duties of his office has prevented party fetters from being placed upon an
official who is expected to perform his duties without regard to party restric-
tions. Cincinnati's gratitude to Mr. Seasongood has become part of its very
spirit of citizenship, and he has achieved a high place in the history of the
city which he has served so well,

Mr. Seasongood has not been a practical politician. He has
achieved his proud place by sheer force of idealism. But under Mr. Seasongood's
moral leadership there developed, in the charter movement, a group of practical
politicians who have aided hiwm in winning three successive victories in council-
manic elections. The movement is fortunats in having as its chairman, Henry
Bentley, who is the best practical politician in Cincinnati. Furthermore, this
practiczl ability of Mr. Bentley has not been at any sacrifice of idealism.

His consummate strategy and tactics have been employed in a cause that he
believes to be politically righteous, and have had much to do with the success
which the candidates have enjoyed in three elections. I have just come through
a campaign under Mr. Bentley, and fully recognize the nice balance that he has
achieved with nine candidates, each working for himself, as is necessary under
proportional representation, as well as for the general cause,

So much for ths personal side of what Cincinnati has accomplished.
Now what differentiates Cincinnati's achievement from that in other cities?
Cincinnatians who caused the charter to be adopted did not abanden it after
its adoption. Instead of throwing the charter to the wolves, they continued
the charter organization to see that the instrument of government was adminis-
tered in the spirit of non-partisanship. In other cities the city manager has
had to make appointments, not according to the dictates of his non~partisan
conscience, but according to those of partisan bosses., Instead of giving the
city manager a council to contend with, the charter committee has given the
city manager a council to co-operate with. Cincinnati has a real civil service
commission, one member of which is appointed by the mayor, ons by the board of
Sinking fund trustees, and one by the board of university directors. Whenever
there is a vacancy in municipal employment, honest examinations are held, and
the city manager has shown an invariable willingness to abide by these examina-
tions. There has been no attempt to evade either the spirit or the letter of
the civil service law. Thus the city is receiving from its employees a service
high above political levels of efficiency. This would be impossible with a
partisan city council, and a partisan city manager. MNon-partisanship is the
very roct of good government in cities, and Cincinnati has succeeded only
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because the spoilsman has been denied access to the city hall,

The construction work dons by the charter administration on the
sewars of the city is illustrative, In 1926, 1927 and 1928, the city built
29.65 miles of sewers -~ an average of practically ten miles per year, In
1925 the o0ld organization built 1.77 miles of sewer., The sewers built by the
charter administration cost, on the average, $43,476 per mile. In 1925, the
amount paid averaged $67,817 per mile. Thus, the charter administration has
done more than five times as much zewer construction per year, and has reduced
the cost per mile 38 psr cent. The sewer relief service performed directly
for home owners has increased ten-fold under the charter administration. In
1925, only 89 such cases were handled. In 1926 the city gave relief of 957
such cases; in 1927, to 903 cases; and in 1928, to 888.

The men of Cincinnati have done their work nebly. But I would be
remiss if I did not emphasize what the women have done for good government in
Cincinnati. The first stsp in the adoption of the charter was the ratification
of the ninetesnth mmendment, When you invested women with the vote you also
invested them with an interest in municipal government. In Cincinnati a host
of women have had both the time and inclinaticn to devote themselves to local
politics. Their organization ramifies to every part of the city. For months
before the election they are busy organizing in their quiet way, and on
registration days their power is first felt. About 15,000 out of the 16,000
increased registration in Cincinnati this year was wade up of women, and their
activity extends over to the other sex. There is no question that the number
of male registrants was more than maintained this year bscause of the benign
insistence of the women that the men should qualify to vote in November. On
election day the women perform to & great degres, the political activities men
formerly carried on for the ordinary political organization. They approach
the prospective voter before he reaches the polling booth, and they are busy
transporting men and women to the polls.

In the dast election Cincinnati proved that her interest in good
government was virtually unabated. The only issue the RAspublican organization
could offer was based on the minor discontents and patty prejudices of class
or neighborhood. The organization expected that the cumulative effect of this
discontent and pre judice would be enough to cause a majority of the citizens
of Cincinnati to revolt against the continuance of honest and efficient
administration. The organization also affered as its candidates men who, with
one exception, had been actively identified with local party politics. These
men had been associated with the organization during the dreary years of
Cincinnati's political decadence. They were brothers under the skin of a
state senator from Cincinnati who openly declared in the last session of the
legislature, while defending a bill that put the clerks of the municipal court
under the spoils system, that "we want the jobs," and of a representative from
Cincinnati who confessed that "we are tired of these carpet-bag city managers."
As a mere political gesture the organization announced that it was not opposed
to Colonel C, 0. Sherrill, our city manager. But this gesture was merely one
of political expediency. To have opposed Colonel Sherrill openly would have
invited overwhelming defeat. But the candidates indirectly attacked Colonel
Sherrill's administration by an array of figures, which, if true, would have
proclaimed him as being both extravagant and inefficient. The reiteration of
these false statistics finally caused the city manager to write what was
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virtually an open letter, when the figures were adopted by one of the newspapers
of Cincinnati in editorial argument. The incident was useful chiefly as re-

vealing the true attitude of the orgenization candidates toward the city
manager.

The recent election proved that Cincinnatians must be on vigilant
guard against the ettacks upon the charter. Perscnally, I am confident of the
future, but it is not the kind of confidence that induces lethargy. The price
we have to pay for good government is continuous activity in its behalf. If
other cities will prove the efficacy of the city manager and small council plan,
we shall be preatly helped. If a city like Chicago should adopt it and ac-
complish i1ts political regeneration, the effect on Cincinnati would be an
inspiration. Practical idealism in municipal government in Chicago is the
sameg at in Cincinnati. We are laboring to the same end. In a sense cur
achievement is your achievsment, and your achievement shall be ours. Thera is

a sort of benign contagion in good government, a spirit of benseficient rivalry.
May you excel us that we may later equal you.

President Robert M. Hutchins, University of Chicago, closed the
evening with a brief statement of his interest and the interest of the Univer-
sity of Chicago in the work being done by the Natiocnal Municipal League and
its affilieted organizations, He explained in some detail the organization

of the Institute of Human Relations at Yale, which had been alluded to by
ex-governor Lowden.

The meeting then adjourned.

(Reported by Harvey Walker, Chio State University).
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November 14.

(Joint meetings with the Mational Municipal League and the Nationa) Association
of Civic Secretaries)}.

10:00 A. M.
GROUP SESSIONS

1. Equalizing the Tax Burden

Presiding officer, William H, Malone, chairman,
Illinois Btate Tax Commission.

Address: EQUALIZING THE TAX BURDEN IN CHICAGO, by George Q. Fairweather,
chairman, Joint Commission on Land Valuation, and assistant
business manager, University of Chicago.

The Burden

According to the city comptroller's resports the total tazxes in the
city of Chicago were $206,192,000 in 1928, whereas in 1923 the total was
$130,861,000 - a fifty-seven per cent increase in five years.

This increase may or may not be significant. Is this curve com-
parable to the curve of municipal expenditures in other large metropolitan
areas? Is the community getting relative benefits for its increased expendi-
tures? What reports or records of performance are available to give the
citizens a proper basis for appraising the output of government and placing
responsibility for its successes and failures?! Who has even a moderate
collection of standards for comparative analysis? W#ho knows what this curve
of increased expenditures will produce in five years hence?

These and other similar questions are, so far as I know, impossible
of answer at the present time by anybody in the community. The tax burden is
apparently an unpredictable, uncontrollable, unmeasurable subject matter. Its
vacillating character adds to the difficulty of equalizing it and of eliminating
hardships in making the adjustment in any process of equalization.

Again the problem is complicated by the indefinite borrowing
arrangement which now exists in this county. During the first few months of
each fiscal year, money is being borrowed in anticipation of taxes collectable
more than a year later, and before the loans made in anticipation of the
previcus taz collection have been retired. Loans are thus outstanding against
two annual tsx levies at the same time. During the early part of each year
the total outstanding loans of the major funds of the city, the county and the
school board, in anticipation of taxes for current expenses, ars substantially
in excess of the amount of taxes received in an annual tax collection.

The fiscal integrity of some of our local governments is out of

joint and it is a&lmost forced thet way by operation of laws. It appears that
each of the governments may legally borrow to the extent of seventy-five
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psr cent of its tax levy. Now by any rule of common sense the tax levy should
bear some relation toc the tax collection which is to redeem the borrowing
against the levy. And yet, through a form of hokus-pokus financing, seventy-
five per cent of the educational fund levy has been approximetely equal to or
in excess of the entire amount received from the tex levy in the following
year.

This same hokus-pokus has apparently made necessary extra legal
or so-called interim, temporary loans from the cash of other funds. On December
31, 1927, the city had outstanding seventy-five per cent of its tax levy in the
form of anticipation warrants., At the same time it had outstanding additional
temporary, extra-legal loans of $10,000,000 which also would be repaid from
taxes collectable in the folleowing year.

In 1928, the eity did nect resort to the extra-legal temporary loan
method of getting cash to finance itself, but, instead, allowed unpaid bills to
accumulate to the extent of $11,111,000 cn December 31, 1928,

These illustrations demonstrate the expensive and hidden fiscal
arranging now current in this community.

The whole program of tax levies has hesn further complicated
becauss, prior to this year, there has been neo underlying wvalidity to the
assessment and reviewing of taxes, Wide fluctuations were possible and
estimates ware largely guesses.

Another factor which influences the tax burden locally is our
extremsely decentralized method of handling the public business, with over 400
politically independent tax spending bodies in the county. Furthermore, there
is very little budgetary control within any one of the separate units. An
illustration of the diffieculty is found whan you realize that in the north town

of the city of Chicago there are thirty-~two separats tax retes for special
purposes.

The failures of Chicago to balance its budget are indicated by the
following table of excesses of expenditures over cash receipts from revenue:

1923 viveneneneenennneedad 7,780,000
TO08 oo camanas sspaans o 85980000
1828 essuenses ke v 2,175,000 (surplus)
1926 vecerensnncesrnersss 1,150,000
1927 wrmememsine mwnwaes nos 95000, 000
1928 vuessvessnnncnsnanss 5,390,000

Aggregate deficit 1923-1928. $24,000,000

A fair guess is that a full analysis of the major governments in
this county would show an accumulation of unfunded obligations in excess of
$100,000,000, of which the various communities are entirely and blissfully
unaware,

-101-



Again, the county board of Cook County spends some $18,000,000
annually. The board, itself, administers a portion of this fund. It appropri-
ates another portion to other bodies, such as the board of assessors and the
board of review, And there the responsibility between the appropriating body
and the expsnding agency ceases, Again, it is required to maks available
certain sums, or to appropriate for certain positions prescribed by the circuit
court judges. Thus again, responzibility is diffused by direction of law.

With very little exzception the political parties and group leaders
in local affairs have demonstrated their incapacity to meet the real economic
needs of large size government. The business community, however, is no longer
going to be content to turn over its tremendous public services involving a
collective expenditure of three or four hundreds of millions of dollars in
this community to persons who, in private life, would be unable to carry on
more than a junior clerkship. There are, of course, evidences of corruption
and abuse that are more or less deliberate. ®%hat I have particular referencs
to now, howsver, is the plain garden variety of crass stupidity on the part of
many of the gentlemen who run the affairs of our governments.

In a word, business contral will come to pass through some sort
of measuring process under which, through information and direct action con-
stantly applied, the community may have soms opportunity not only of securing
a dollar's worth of servics for a dellar of sxpenditure, but of knowing that
it is getting it,

The Breakdown of the Administrative Machinery

What I mean is that the existing political management has failad
to cope with the real vital problems of loeal, municipal sdministrative needs,
and the business community now discovers that it can no longer afford to
palliate with and to pay tribute to the unintelligent oligarchy which has
assumed the direction of public affairs.

An iliustration of this is the dramatic demolition of the auto-
cratic and powerful tax gang, which center around the board of review and, to
some extent, the board of assessors in this county. The political leadership,
so-palled, of the entrenched dominent party, supported by alliances for a long
period of time in the former state's attorney's office, and fortified by strong
business connections, and understandings with the leadsrs of othar political
groups and factions, has in the short space of less than three years' timse
discovered that there is a body of law, and a force of public opinien that
must be reckoned with. This dramatic result was brought about by the use of
a few facts. The same type of dramatic result can be registered in every other
areg of povernmental performance, using the same epproach.

The Equalizing

In terms of & tax which is capable of analysis with respect to the
problem of equalization, the real estate tax is, of course, the striking
illustration. The problem is very simple., It consists of only two steps.
First, find the value and apply the rate, or find the valus and equalize and
apply the rate.
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That is all there is to the law. The great difficulty lies in its
application by human instruments. It has been stated by competent observers
that fifty millions of dollars is a conservative estimate ¢f the amount of
capital value in one form or another which has been trafficked in each year in
the so-called fixing and reviewing of assessments in this county. The human
problem, therefore, made it necessary to seek the application, virtually, of a
strait~jacket for the conduct of the affairs of this office, to the end that
any deviation from such required conduct would either give a property owner
ground for relief, or would result in discipline to the public official, be
he ths assessor or reviewer, or both. And, thanks to the chairman of the state
tax commission, such a strait-jacket has been applied through the justly
¢elebrated rulss 14 and 15,

For years the great body of the taxes in this county has come from
real estate. Budgets, estimates, bond issues, legislation, financial policies,
political campaigns were predicated upon statements of the taxable assets of
the community. And yet this year the county made for the first time a sensible
appraisal of that asset. It makes a totel of some nine billions of dollars in
fact e3 against guesses of from twelve to fifteen billions previously made by
those in high public office -~ a difference of unrealized revenue expectancy of
fifty to a hundred millions,

The various governments in thiz area have been in the habit of
levying far more than they ever expected to get, relying upon a scaling down,
and a readjustment process in the total of all of the public demands. In other
words, our composite governmental budget in this county is made up of a serieas
of shotgun approaches. If it happens to hit, it will work. If it doesn’'t
happen to hit, we try to take up the slack through emergency legislation.

Taxation is supposed to be controlled by the rate, and rates are
given much attention. Another control, however quite extra legal, has made the
rate control less significant. This control is hidden non-uniferm assessment
ratio.

Legally, the tax rate multiplied by the full value will give the
tax. Practically, however, the tex rate multiplied by some percentage of the
value gives the tax.

In the absence of any appraisal record system, values began to
8lide out as the tax rates werse raised until & five per cent tax rate on a
legal full value became common in Chicago. If applied to actual full value,
the tax would be economically and’ politically impeossible., Where full values
are used in other metropolitan centers, tha actual tax rate is not far from
iwo per cent, Therefore, with a five per cent rate it was a fair assumption
that our real assessment basis was approximately forty per cent of the legal,
full value basis.

Cur state constitution provides that taxation shall be in propor-
tion to value, The courts have repeatedly stated that the rule of equality of
treatment is paramount and prevails over any statute or custom. They have said
that the departure from the code, that ths misconduct in statutory assessment,
musi be uniformly accorded to all properties alike. Hence the legal justifica-
tion for a2 formal assessment ratio,
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Although this lepgal doctrine had been repeatedly announced by our
Supreme Court over a long pericd of tims, it took meny months of effort to get
this legal fact accepted snd recognized by the assessing and reviewing avthori-
ties in this county, The studies made by Dr. Simpson datermined the evarare
assessment ratioc and they heve been the hmasic deta upon whizh all of the effort
of the support for the reassessment progrem -as proceeded. 'These findings
indicated that the ratio was substantially thirty-seven per cent, or with 2
five per cent tax rate, a real tax of 1.85 per cent of actual full value was
in process.

An Assessment Manual

The value measursment standards are set up in an assessor's
manual, with rules for depreciation, obsolescence and with unit foot maps for
land values; with standard record and complaint forms; and with other adminis-
trative procedures as laid down by the corders of the state tax ccmmission.
This manual is printed and available to the taxpayer.

The result of the adoption of the above principles and the use of
the above manual has made real. in this county, the slogan which if~. Zangerle
used in his operations in Cuyahoga County, Onio: "Every m=2a his own assessor.”
In previous yeers nobody could check or understand any figure w’th regard to
any ass2ssmert. anywhere in the city of Chicago, Now anytody who ussz common
intelligence cean determine why a certain figure on the ascessmoni roll is what
it is, even though he may disagree with certein funcamenterl veluetions; at
least, the points cof difference in opinion are localized and precise valuation
questions are raised for discussion and for decision. This experience, under
the reassessment, is absolutely unique in the history of Chicago and Cook
£ounty for the last quarter of a century.

This program looked like a straightforward, simple arrangement
that should have been in vogue long ago, or when once announced, should have
been adopted ferthwith The opposition, however, to its adonticn has been very
definite and very persistent. It has come almost exclusively from the official
and political sources which have for years been identified with the old order
of things in assessment and reviewing operations.

The fact that a complete reassessment under the new plan will be
completed within three years frow the date of the starting of this effort is
because of an overwhelming public interest in clean assessments, ably repre-
sented and championed by the chairman of the state tax commission.

How long will this new level of performance persist? Undoubtedly
efforts to degrade the administration will set in just as soon as the public
interest grows less. The ultimate persistence of a modern assessment code on
any satisfactory level of performance will come to pass when some of ficer,
whose responsibility to the commmity cannot be hidden, has charge of the work.
For this reason effort is being made to secure for the county a single assessor,
who will become ex officio the secretary and member of a new type of review
board, the other two members of which shall be appointed.

In this way, responsibility and co-ordination will be set up in
the assessment divisions of the government. These divisions are, after all,
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simply high class, clerical operations and are not entitled in any sense to the
importance as discretionary, judicial and policy making services which they

have unlawfully and improperly ascribed to themselves in this countpy during
recent years.

The Attainment of Real Egualization

Assessment integrity is basic to and a part of the entire
financial integrity of guvernment. The challenge is not alone one of civic
morality c¢r of good gurarpment. It is all that, and more. It is, in fact,

a call upon the economic sense of the citizen - upen the purse of the business
man, the propesrty owner and the rent payer, It is a combination of two gues-
tions: What we pay t- government, and what we pet from government. Neither
quertion can be answered intelligently unless fairly definite measurement

standards are set up, and unless those standards are applied to the actual
operations.

The substance of my plee in this talk is that the common sense of
the business man now indicates that without such standards and without such
measurements he is quite likely to be placing a considerabls burden upon himsslf
without knowing what he gets for it; but that he might be able, with a little
attention to the question of standards and measurement, to determine what he
doss get for what he pays; Who is responsible for certain results; and the
value of his real place in the governmmental picture.

I submit that such a program is a task which can be quickly,
economically and, if necessary, dramatically accomplished by adapting to this
lerger task the same principles which have been effective in the task now under
discussion,

A Research Program Needed

These principles are: the accurate gathering of significant
facts; the making of recommendations based upon these facts and comparative
studies; the spreading of these facts and recommendations to the public; their
free and frank discussion with the public bodies and officers concerned; and
finally, and most important, the determined effort to put the recommendatiuns
into action, preferably through and with official cooperatien, but into action
nevertheless.

The instrument for such a job can be simply stated:
(1) A fund of $100,000 a year for, say, five years.

(2) The employment of specialists in public finance, public
engineering and public law to diagnose and recommend s course of action.

(3) A manegement committee of ten to fifteen citizens of
character who enjoy the respect of the county and who are able and
willing to see their valid recommendations projected into action.

In terms of an investment there are many thousands of taxpayers
who pay over one thousand dollars per year on their real estate tax alone.
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If five hundred such taxpayers sach were to provide $200 a year, there is every
indication thet this fund would, from its inception, result in a community
dividend which would return contributions in the form of tax reductions, or
better municipal services, or beth. I am unwilling to belisve that the business
men of this community will allow this opportunity to go by unused. The chances
for personal and community advantage are too great, They have had a demonstra-
tion of that principle and application in the present reassassment., The same
results may now be confidently predicted by the application of the same effort
in the field of tax expenditure.

This problem of restoring to some extent the control and direction
of government to the people by the simple expedient of keeping the people in-
formed about their government is not merely e problem of unequalized taxation.
It is a problem, however, in which unequalized taxation plays a very large and
basic role. Thers is a complication of interrelated diseases, the chief of
which may be called self-ignorance and self-indulgence, concealed under a
false face of political hokum.

With such a program, Chicago may be abla, by 1933, to give in
itself an exposition of municipal progress in terms of a balanced budget which
provides decent services for its citizens at reasonable costs, so well as its
great exposition of scientific and cultural progress on the lake front. W®ithout
such an effort and such a result the exposition on the lake front, vaunted as a
testimonial to the progress of the city, may truly be a mockery to our real
civic morality and to our own self-governing capacity, and a denial not only of
our business, but of our ordinary common sense.

Address: THE BRITISH LOCAL GOVERNMENT ACT OF 1929, by Geoffrey T. Bailey,
incorporated accountant, Lendon, England.

History of the Act

In order more readily to understand the objects of the Local
Government Act of 1929 it is desirable to consider briefly the general trend
of local gavernment history in England and Wales during the past century. It
will be found that this period has seen placed on the statute books a series
aof far reaching messures of reform, representing the accwnulated expsrience of
previous years, and each intended to adapt the forms of local government more
nearly to the changing conditions of the locality,

The first of these measures was the Poor lLaw Act of 1834, which
abnlished the parish as the unit of poor law administration and created the
peor law unions, groups of parishes, thereby removing from the parish the
incidence of the burden of relieving destitution in its own small area and
spreading this burden over broader areas, At the same time boards of guardians
were set up te control the poor relief activities of the unions. These boards
have remained practically unchanged in their constitution down to the present
time,

The next act I would mention was passed in 1872, when the country

was divided into urban and rural sanitary districts and it was made ¢bligatory
upon these districts to appoint medical officers of health, an indication that

-106-



public opinion was gradually recognizing the necessity of public health
measures.

That act was followed ten years later by the Municipal Corpora-
tions Act of 1882, under which municipalities were given certain definite
powers and duties (there had also been a municipal corporations act in 1835},
and in 1888 a local government act was passed, creating county councils with
powers and duties of an extensive character, including the power to borro?¥ and
to levy rates (local taxes in England are known as "rates," as distinct from

national taxes). They also were charged with the duty of maintaining the main
roads.

Finally, in 1894, a further local government act abolished the
sanitary districts and set up urban and rural district councils, forming part

of the administirative area of the county councils, but possessing autonomy in
certain defined health and other services.

For thirty-five years, there had thus been no legislation in

England. During the course of those years revolutionary changes have taken
place in the conditions of living. The population of the country has increased
by one-third -- from about thirty millions to nearly forty millions -- and its
distribution has considerably altered. New industries have sprung up and others
have disappeared. The services administered by local authorities have deweloped
in many directions, including services which may be regarded as national or
semi-national in charsacter, and the expenditure of local authorities has risen

by nearly 600 per cent -- from thirty-six million pounds sterling to 250
millions.

The imprevement in means of communication through the railways,
the motor car, the telephone, and sc on have very greatly modified local
conditions generally, and yet local authorities, prior to this 1929 act, were
virtually working in some respects, along the lines laid down thirty-{ive years
ago. It is not strange, thersfore, that it was necessary to devise means for
rermoving many of the existing disabilities and inequalities which had arisen
during this period of growth and change, in order to bring the status and
functions of local authorities more into harmony with modern life.

Summary of the Act

The principal objects of the Local Government Act of 1929 may be
set forth under four main heads:

(1) The “de-rating" proposals, which reduce the contributions
by agriculture and productive industry to local taxation.

(2) The transfer of poor law administration to other
statutory bodies.

(3) The adjustment of the responsibility for highway
adminiztration and of the incidence of its costs.
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(4) The withdrawal of certain grants made by the national
exchequer to local authorities in aid of services
deemed to he of a national or semi-national character,
and the redistribution of these moneys, togather with

fresh contributions from the government, on an entirely
new basis,

In other words, the primary aims of the act are to redistributs
local taxation in such a way that its burden shall be equalized, instead of
pressing so heavily on districts which may be the least able to bear it --
particularly the distressed areas, where trade has suffersd severe set-backs.

Although each phase of the scheme is, to some degrse, related to
the others, they must be considersd separately, and I therefors propose to
deal with these four sections in the above ordsr.

The "De-rating Scheme"

It is not my intention to launch out into a lengthy dissertatian
on the system of valuation of property in England for the purpose of local
taxes, but I am bound to refer to it briefly in discussing vhat is known as
the "de-rating scheme."

Local texes in England and 4ales - known as "rates" - are intended
to be levied according to the taxpayer's ability to pay them, and this ability
is measured by the annual rental value of the property he occupies. The statute
defining reteable value ~- which, fer our purposes hers, may be regarded as
equivalent to assessable value -- was enacted wany years ago and the fundamental
principles of the definition remain unchanged today. It may be summarized as
the average annual amount of rent which th¢ landlord of a property may reason-
ably expect to command from a tenant, taking one year with another, after

deducting the probable annual outgoings such as repairs, insurance and local
taxes.

Speaking generally, the liability for local taxes rests on the
occupier, {who is often the owner also); local taxes are assessed on the net
annual value of the real property he occupies; and no taxes are collectable on
unoccupied property.

The way was paved for the de-rating proposals of this act by the
Rating and Valuation (apportionment) Act of 1928, under which the properties
appearing in any valuation list, that is to say, in the tax ronlls, have now
been so set out as to distinguish them from all other classes of property; i.e.:
(1) epgricultural hereditaments,
(2) Industrial hereditaments, and
(3) Freight transport hereditaments.
The term "agricultural hereditaments" is self explanatory; in-

dustrial hereditaments are defined as properties occupied and used as & mine,
mineral reilway or (subject to certain exceptions) as a factory or workshop;
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and the term "freight transport hereditaments" covers railways, canals, and
docks. Where properties are occupied and used only partly for agricultural,
industriel or freight transport purposes, their assessable value is to be
apporticned in accordrnce with prescribed rules.

The necessary distinctions having been made in the act of 1928,
the Local Government Act of 1929 completes the scheme by providing that
agricultural hereditaments shall in future be completely relieved from
liability to local rates, and that industrial and freight transport under-

takings, as defined, shall henceforth pay only twenty-five per cent of the
full amount of Yocal taxes.

It should be stated that, even before the passing of this 1929
act, agriculture was not being charged with the full emount »f local taxes.
The Agricultural Rates Act of 1896 relieved the farmer to the extent of one
half, and a further act in 1923 remcved another quarter from his shoulders;
now he has been relieved of the remaining fourth of his local tazes.

Furthermore, the relief given to railways and other fresight
transport undertakings is conditionsl upon the equivalent amount of the relief
being passed on to the manufacturer and producer, by way of reduced transport
charges on certain selected classes of goods.

Purpose of De-rating

The objects of this part of the act are, clearly, to remedy or at
least to relieve what the late Parliament considered an eoppressive burden of
local taxation on agriculture and productive industry, in spite of the previous

three-fourths relief from local taxes on agriculture to which I have already
referred.

Equally, productive industry was, in the opinion of Parliamsnt,
struggling under & disproportionate locad of local tasxation, their view being
that the system of measuring the ability of the taxpayer to pay, by the annual
valus of the property he occupied, had been adopted before the great develop-
ment of the factory system, and had become more and more unrelated to actual
facts. They are of opinion that the ability of a manufacturer or farmer to pay
cannot now be fairly measursd by the rental value of his factory or land, and
that, moreover, services charged upon locel taxes have increased so much in
their scope that they now extend to services of a personal nature which cannot
possibly be related directly to the needs of the manufacturer or farmer.

Results of De-rating

It will be clear to all of you that the permanent de-rating of
these types of properties would, unless some saving remedy were introduced,
result in a considerable loss of revenue to the local authorities, since the
field of taxation available to local authorities is obviously narrowed in
greater or less degree in each rating area throughout the country. It is es-
timated that the loss of rates occasioned by the de-rating scheme will be
about twenty-four million pounds. Districts whnse local taxes are drawn
mainly or to a large extent from industrial or agricultural properties would
have been hit most seriously. To counteract this result, the act provides
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that local authorities shall abtain alternative revenues from the national
exchequer.

Again, the withdrawal of this assessable value would not generally
hendicap the larger authoritiss, or thoss whose resources are drawn from a wide
area, so seriously as it would the smaller end financially weaker authorities.
Accordingly it was considered necessary to accompany the de-rating proposals
by a scheme designed to meet the difficulties e¢f local authorities whose
resources would otherwise become inadequate to meet their needs under the new
conditions, without resorting to still heavier local tazation.

The late Gevernment came to the conclusion that this difficulty
could best be met by making such alterations in the scope or functions of
local authorities as would widen the area »of charge and thus increase the
field of taxation available to meet expenditure. The two services for which,
in the opinion nf the late Government, there was & clear case for modification
were the poor law and the highway services. In both cases it appeared to the
Government that the duties should be entrusted to local suthorities of the
first importanee and that the area of charge should be as wide as is compatible
with effective local interest. Admittedly, this is the line of develcopment of
English local government for many years past and it would probably have been

considered necessary to make these changes, even if the de-rating proposals
had not been formulated.

Poor law Reform

It was realized for many years that the system of poor law admin-
istration called for emendment, and the abolition of beards of guardians had
been on the way since 1909, but, for various reasons, had been postponed until
now. Under the act, boards of guardians, the authorities hitherto responsible
for poor law administration, are abolished, and their functions are transferred
to the councils of counties or county boroughs, (our largest cities).

Hand in hand with the principle of widening the area of charge
has been the trend towards centralization of authority and the reduction of
duplication and averlapping of functions by merger of governing bodies or
transfer of duties from one type of authoerity to another.

The poor law system was the principal, outstanding service re-
maining to be dealt with in this way, and it provided many examples of
unnecessary duplication and lack of cnordination of functions. Tor exampls,
services such as prevention and cure of tuberculosis, maternity and child
welfare, mental deficiency, cars of blind persons, and the medical inspection
and treatment of school children were being provided by city councils and other
local authorities, while identical services were rendered by boards of guardians
on behalf of persons who, for the time being, were destitute. No sarious
attempt had been made to assimilate poor law services into the general scheme
of local government and those processas which were not in fact independent of
each other were incorrectly so regarded, giving rise to confusion, inefficiency
and waste of money.

Therefore, the practical solution determined upon by the lzte
Parliament provides both for possible economies in administration and for
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easing the burden on the necessitous areas and the smaller lecal authorities by
abolishing the poor law unions and spreading the cest of poor law service over
the broader area of the county or county borough, in the same way as the poor
law charge was transferred from the parish to the union in 1834,

Today the union is often in the same position as that occupied
by the parish prior to 1834 and in times of financial difficulties one union may
be unduly burdened while another escapes lightly. This feature would be ac-
centuated by the relief given to agriculture and productive industry, as unions
which are predominantly residential would not be affected so seriously as those
wainly agricultural or industrial in character.

It will be realized that one reason for the long retention of
boards of guardians was on sentimental grounds, and regard has been had to this
aspect by providing that, in the scheme which every local authority must prepare
and submit to the Minister of Health for dealing with these transferred func-
tions, a public assistance committee shall be set up, of whose members one-
third may be co-opted. It is hoped that many of the present puardians will
serve on that committee, thus retaining the local knowledge, interest and local
experience acquired by the guardians in the past.

Moreover, the public assistance committee of county councils
must be divided into sub-committees, each covering a specific area of the
county and continuing the work of the guardians as before but now under
centralized control. A similar arrangement is made in the case of the county
boroughs, except that, as their areas are generally smaller, they need only
appoint sub-committees for parts of their area if they think fit.

Highways Administration

Modern transport and traffic conditions have everywhers
seriously increased the cost of road maintenance. This has been felt most
severely by the rural authorities whose areas frequently contain many miles of
highways, and only a comparatively small assessable value on which local taza-~
tion could be levied. Again, much of the traffic in rural areas is of a type
which runs through without stopping and without bringing trade or custom to
the scattered centers of population. At the same time, it is often of a heavy
type, demanding a more sxpensive form of road maintenance than is tha case
generally in urban areas, whose streets still serve lncal needs more sxclusively.

In spite of large contributions from the road fund, maintained
by taxation of motor vehicles, the burden of road maintenance is pressing in an
increasingly heavy degree on rural authorities, and this burden, by reason of
variations in mileage and types of roads, presents many instances of inequali-
ties and an unfair distribution of local taxation. Further, the de-rating
scheme, by completely relieving agriculture of local tazation, would accentuate
this hurden on the rural districts te a still greater degres.

It is therefore laid down in the act that the existing scheme
of highway edministration shall be modified to such an extent that, while the

larger cities will, as now, be independent administrative highway autherities,
the counties will take over all the roads good enough for automobile transport
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except residential streets in the smaller urban areas and towns. At the same
time, provision is made for the smaller authorities actuslly to carry out the
work on class T and class II roads, under the supervision of the county, if the
county council deem this to bs desirable in the interests of economy and
efficiency. The cost would, nevertheless, be borne by the counties.

By this means, the substantial existing differences and anomalies
in highway texes payable in individual rural districts should be eliminated and
the charges for highway maintenance be more svenly distributed over the areas
of taxation benefiting by highway services.

Re-distribution of Imperial Grants and Other Financial Provisions

This section, which is probably the most complicated part of the
genseral scheme, relates principally to:

{1) The loss nf taxation revenue to the local authorities,
on account of the derating scheme.

(2) The rearrangement of the basis on which certain grants
are made from imperial funds to the local authoritiaes.

It has alreedy been mentioned that the loss of taxation revenus
through the de-rating of agriculturael and industrial properties is estimated at
about twenty-four million pounds, and this loss is to make good from the
national exchequer.

Some of the grants now received by local authorities are of
fixed amounts, the distribution heving been settled many years ago on bases
which now have no proper relationship tc either expenditure or needs. Other
grants are on a percentege basis, That is to say, a local authority is en-
titled to a refund, from the government, of a fixed percentage of its approved
expenditure on certain services, Instances of this class of grant are:
tuberculosis, maternity and child welfare, mental deficiency, etc. It is
obvious that, apart from other considerations, such a system entails detailed
supervision by the central government of the local authorities' grant-sided
expenditures and standards of service. Moreover, as the grants are not related
clnsaly to needs but to expenditures, their effect is that those areas which
are poorest and can least afford to maintain an adequate standard, are just
those which receive the least assistance froem national funds.

The view held by the late Gavernment is that a proper system of
imperial grants to local authorities should:

(1) Receognize that a fair contribution should he made from
the exchequer towards the cost of local services.

(2) Insure that local authorities have complete financial
interest in their administration.

(3) Be adapted in its working to the needs of the areas.
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(4) Permit the greatest freedom of local administration
and initiative.

(5) Provide for sufficient general control and advice
from the central departments to insure a reasonable
standard of performance.

The late Government considered that the new system is likely to
achieve these aims, but it is not intended to abolish the whole of the present
percentage grants. For instance, the approved expenditure by local authorities
on educetion and police services will continue to be met by percentage grants,
and certain other fixed grants will remain.

It should be understood that a revision of the government grant
system has been under consideration for some time, by reason of its anomalies
and shortcomings, and there is little doubt that it would have been undertaken
sooner or later in any event. The de-rating scheme, however, provides a con-
venient opportunity for dealing with the revision in this act.

The new arrangement, therefore, is to form a pool of monies,
made up of :

Estimated at:
The loss of taxation through de-rating.............24,000,000 pounds
The discontinued government grants.,..... tesvesssss16,000,000
New monies from the exchequerssec.eesecann. srswswss 5,000,000
Making a total estimated At.......cecueeeense..dD,000.000

This central fund will be distributed eventually amongst the
local authorities on the basis of a formula, designed to have regard solely to
the needs of each area and to its ability to meet those needs.

The formula adopted combines a number of factors, each of which,
it is thought, should be taken into account in forming a2 fair standard by which
to measure a local authority's requirements and its capacity to meet them nut
of local taxation, namely:

(1) Population of the district.

(2) Proportion of children under 5 years of age.

(3) Assessable value per head of population.

(4) Abnormal unemployment in proportion to the population.
(5) Density of population per mile of road.

All these factors, combined in defined proportions, produce a
"weighted population" in accordance with which the new pool of monies will be
distributed on a block grant basis.

In order to avoid too great a dislocation of the finances of
individual districts, however, it is not proposed to make the distribution
wholly according to the formula immediately, but to make the change gradually.
Thus, for the first seven years the new block grants will be made up of two
parts -~ seventy-five per cent of that part of the pool which is to compensate
for loss of taxation revenue and grants will be distributed in proportion to
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the actual loss in each district from those sources and only the remainder will
be allocated according to the formula. Thers will then be quinguennial re-
visions of the pnol to be distributed, and on each revision a bigger proportion
of the total grant will ba allocated on the formula, until by 1945 the whole
poel will be distributed on this basis.

It should be noted that the formula will be applied only in
distributing monies to the primary local authorities, the counties and county
boroughs. Other arrangemsnts are made fcr dealing with urban and rural districts
and the smaller cities, on basis designed to secure adequate differentiatinn

between urban districts of varying types and an equitable balance between urban
and rural distriects.

There are many other important provisions in this section of the
act entailing ad justments in the relative burdens of local taxation in individ-
ual districts, revising arsas of charge for local taxation and the financial
relationships betwesn the local ratepayer and the national taxpayer, and
providing guarantees against increased local taxation through the operstion of
the new system. It may be mentioned that the act exprsssly provides that any
new duties which may, in the futurs, ba placed on local authorities by parliament
shall be dealt with separately for government assistance, new monies being found
for this purpose, if necessary, by parliament. Finally, as & safeguard, the
working of the new financial scheme is to be investipated within seven years
and a report is to be presented to parliament.

Summary ard Conclusion

It is not the intention of the act to make changes for their own
sake, but it certainly is recognized that the inhabitants of a district should
not be left without the minimum sanitary requirements of civilized life, for
example, a sewage system or water supply, simply because there is not money
enough in the restricted area to pay for them,

Whatever else may be said in opposition to the act, it 1is ad-
mittedly a courageous scheme, Like all far-reaching measures of reform, it has
been sub ject to violent attacks and amendments have been made in the original
proposals to meet the criticisms of various bodies, particularly the local
authorities themselves. In this connection it is of interest to note that
of ficials of the ministry «f Health gave material assistaence to the variaous
organizations of local government officisls in their consideration of the bill
prior %o its adoption by parliament. WNaturally, lacal authoritiss and others
interested in the effects of the act are not completely satisfied with all its

provisions, but they have been able to obtain valuable amendments in various
dirsections.

Probably the twn most serious criticisms made in opposition to
the act are:

(1) That, in giving relief to the distressed industries,
prosperous industries are also relieved, while the
small shopkeepers or tradesman in distressed areas
#ill continue to struggle on ith high local taxation.
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(2) That, through the withdrawal of the percentage grants,
which, naturally, were an incentive to sxpenditure in
building up effective hsalth services, those services
will suffer and the standard will declins.

In spite of attack, the fundemental principles of the act, as
originelly Arafted. have come through unscathed. It is clearly too early yet
to venture a prophecy as to its ultimate results -~ probably some revisions
#ill have to be made -- but there seems reason to believe that, on the whole,
future generations will regard it as standing, in its way, on as high a plane
as other great British local government reforms, such as those I have mentioned
at the beginning of this paper.

Summary of Discussion

C. E. Rightor, Detroit Bureeu nof Governmental Research, briefly
commented on the paper read by Mr. Fairweather. He called attention to the
magnitude of the task undsrtaken by the Cook County board of assessors in the
revaluation of real property und pointed out the great significance of this
undertaking in forwarding the movement toward a widespread adoption of
scientific principles in the apprazisal of property. He then introduced Harry
S. Cutmore, director of revaluation operations, who summarized the activities
of his staff since the reappraisal was ordered by the state tax commission.

The authorization under which the work is being done is Rule 14,
adopted by the state tax commission August 2, 1928. This provided for the use
of modern, scientific metheds in determining the valuation of real property.

At the inception of the work in 1928, thers were eight members
on the staff. Now it numbers fourteen hundred, First a careful study was made
of valuation methods in other cities and the best practices were adopted. After
completing this preliminary survey, & manual was compiled containing uniform
rules and formulae by which land and building valuations were to be computed,
These manuals were available not only to the staff, the board of assessors, the
board of review, and the local assessment officers, but also to the taxpayers.

The city was divided into forty-four districts in which qualified
real estate men placed on the district map their estimate of the front-foot
value of the property. These maps were submitted to a correlating committee
which ad justed the differences between the several districts.

The front-foot valuations set by the district committees were
then reduced to unit foot prices, The unit frot in the residential areas is
1'x125', while in the high value business districts it is 1'x100'. Before the
computations were made, however, the unit prices were submitted to the assessors
for their approval, Then followed public meetings, held in the schools through
nut the districts, at which the taxpayers could express their opinions. Sub-

sequently the unit prices were resubmitted to the assessors for their final
approval.

All of the buildings were measured and structural elements
carefully considered before valuations were determined. The buildings were
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tlassified, and the manual contained = photograph of each type to guide the
appraisers. In ordinary buildings of three stories or less the square foot
reproduction cost was used in the determination of taxable value, while in the
larger buildings the cubic foot reproduction cost was taken as a standard unit.

All these data were transcribed to permanent, public record
cards, together with what appeared the arsa of the property, the unit value
and the various factors influencing the total values, There were also detailed
descriptions of the buildings, with their unit prices and reproduction costs.
The taxpayers were invited to inspect these records and Mr. Cutmore reported
that two thousand property owners appeared daily for that purpose. They became,
in fact, their own assessors.

Mr. Rightor then called upon John A. Zangerle, Cleveland, Chio.
Mr. Zangerle said that the greatest progress in the field of taxation within
the last ten years had been the improvement in methods, the application of the
principles of scientific and systematic appraisal, To this progressive movement
Cleveland's greatest contribution has been that of giving the property valuation
procedure wide publicity, thus enlisting the interest and cooperation of the
taxpayer.

The meeting then ad journed.

(Discussion reported by Hubert W. Stone, Finance
Committee, Town of Harrison, N. Y.)

2. Calendar Simplification and Municipal Administration.

Presiding officer, Carter W. Atkins, director, St. Louis
Bureau of Municipal Research,

Address: CALENDAR SIMPLIFICATION AND MUNICIPAL ADMINISTRATION,
by Meredith N. Stiles, recpresenting George Eastman and the National Committee
on Calendar Simplification.

An international movement is definitely under way to improve our
calendar. The months differ in length from 28 to 31 days; they do not contain
a whole number of weeks and no wesk day steys put on the same date from one
year to another. These defects of the calendar - the unequal months, the split
weeks, and shifting dates of week days ceuss confusion and affect all the
processes of civilization. They are aespecially felt in business and no lass
in the business of city government than in any other. They can be remedied,
and it is now proposed by international agreement to do so, and establish a
calendar consistent with the age in which we live.

The Movement for Calendar Reform

The impetus for this movement came from the International Chamber
of Commerce which, in 1921, adopted a resolution that caused the League of
Nations to take action in the matter. The League is prepared to call an inter~
national conference as soon as it can be shown that a change in the calendar is
generally desired in the different countries.
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At the League's invitation, national committees have been or are
being formed in the different countriess to ascertain public opinion on the
question end report., The National Committee on Calendar Simplification for the
United States has already reported after a year of investigation that "a large
and representative body of public opinion" favors the participation of the
United States in an international conference to provide for calendar simplifica-
tion. This conclusion has been confirmed recently by a referendum conducted by
the Chamber of Commerce of the United States, which showed that a majority of
chambers of commerce throughout the country faver such a conference.

The Genesis of the Calendar

What we are dealing with is a 2000 year-old instrument for
measuring time, constructed in the days of wooden ploughs, ox~carts and sun-
dials. Economic life then was simpls. Rome ruled the world, and, except among
the small body of Christians and the Hebrews, no such thing was known as the
seven-day week. The months were the unit. They were based on the phases of
the moon, impossible to fit into the solar year. The Roman calendar consisted
first, of ten of these lunar months, later, of twelve, having twenty-nine and
thirty daye each altarnately. It fell short by eleven days of measuring the
true length of the year, with the consequence that it was continuvally falling

behind. Sometimes it was necessary to insert a month or two to adjust it to
the seasons.

But in Egypt there had been for centuries another calendar, much
more intelligent. The Egyptians were the first people to discover the true
length of the year. Probably they used the pyramids as astronomical instruments.
In any case, they developed 2 calendar consisting of twelve equal months of
thirty days each with five final festival holidays. This knowledge of the true
length of the year was extremsely valuable to them in determining the proper
time to plant their crops.

Centuries went by and the Romans conquered Egypt. Julius Caesear
was in powsr. The Roman moon calendar was threse months behind the seasons.
With the aid of an Egyptian astronomer, Caesar constructed a new calendar for
the Roman Empire based on the Egyptian, Caesar, however, did not like the
five festival holidays, He distributed these days, not as holidays but as
regular days, among the twelve months, making thes months an odd and even number
of days in length. He liked the idea, too, because of the superstition thet
odd numbers were lucky. He had July, his birth month, with thirty-one days,
named for himself; February had twenty-nine and the rest thirty or thirty-one
days each.

Then came Augustus Caesar, who thought he teo, would like to
have = month named for himself, He chose August, which had been his lucky
month. As it had only thirty days, he toek one day from February, leaving
twenty~eight, and tacked it onto August, making thirty-one. As this made
ninety days in the first quarter of the year and ninety-three in the third,
the "landlords objected, so a day was taken from September and added to October,
and one from November was added to Decemher,

This is the capricious arrangement of the calendar we still use.
Subsequently the Christian seven-day week was introduced by Constantine the
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Great,*vhen he established the Lord's Day throughout the Roman Empirs in 325
A.D. Centuries later, in 1582, Pope Gregory XIIJ changed the calendar by
dropping out ten days and established the Gregorian leap-year rule which now
keeps the calendar practically true to the selar year.

The Proposed Calendar

The international fixed calendar provides for thirteen squal
months of twenty-eight days each. A new month, to be inserted between June
and July, has been given the tentative name of Sol, which is the Latin name
for sun and would serve in all langusges. The 365th day of the year, the
"blank" day, would be called "year day," observed as a holiday or as an extra
sabbath and dated December 29. Leap day, once in four years, the other "blank"
day, would be placed at the end of June, dated June 239. It would also be
ohserved as a holiday or extra sabbath,

If this plan is adopted, the calendar will be fixed and practi-
cally uniform. The months will be squal and, therefore, comparable. Every
month will contain four complete weeks and the split week will be sliminated.

Every week day will fall upon the same fixed dates every month.
Saturdays, for example, would always fall on the seventh, fourteenth, twenty-
first and twenty-eighth, Holidays will always fall on the same days of the
week every year. Or, if desired, they could all be fixed to fall on Mnnday,
and thus afford two or two and a half days for rest and recreation. If the
churches agree, the wandering date of Easter can be fixed, There will always
be the same number of work and production deys in every month. There will be
no more five-week payroclls. All periods of earning and spending will be equal
or exact multiples. Business conducted with such a rational calendar as this

will be able to gauge accurately what it has done in the past and what it may
do in the future.

Already in the United States, Canada, England and some other
countries, the thirteen-month plan is in private usse. More than a hundred
large American manufacturing concerns are using thirteen period calendars of
their own for their interior operations in order to escape calendar-caused
errors. The number of these users is rapidly growing. Some of them have hesn
using such a calendar for more than thirty years. Their chief complaint is
that they have to use the regular calendar for their outside operations.

The Application to Publiec Administration

The special advantages of a fixed and uniform calendar to the
business of city administration are perhaps obvicus to you whe are familiar

with its problems and who are trying to put city administration on a business
basis.

Just as the executives of any great business corporation need
accurate monthly records to determine what success they have attained in the
administration of their business, no less important is it for the mayer or city
manager, the comptroller and other department heads, te have such records for
the successful administration of the business of a city. Comparative reonrds
of results for given periods are sssential.
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Following the example of private business, efficient city
administration is adopting the month as the unit for comparisons, and the
accounting officer of a c¢ity who furnishes these records is confronted with
the same calendar difficulties in rendering a truthful stetistical picturs of
the city's business as i3 the accounting officer of any other business.

He has the same difficulties when five payrolls occur in one
month. He has the same difficulties with all periodic ravenue and expenditures
which do not harmonize. These mey involve weekly, semi-monthly, monthly and
quarterly transactions., He finds that the week is not an aliquot part of the
month, 2 fortnight is not the same as a half month, a month is not one third
of a quarter, and the quarters vary in length. He has a labor payroll every
week, an educational reoll every teo weeks or monthly, and & municipal employses’
payroll semi-monthly. Rents for city property and income from some services
are received by the month, water tazes by the quarter. The periocdic relation
of all of these to one another is irregular.

To give accurate information each month on the cost of operation
of a given department, of the excess of income over expense Or sXxpense over
incoms, pro-rating of weeks into months and of quarters into months is neces-
sary, and even then monthly comparisons may not be true because of the in-
equality of the months compared. Is this pro-rating even being done!?

Many of you, too, ars doubtless familiar with the pressure put
on the municipal accounting force in getting out payrolls, when, from time to
time, weekly and fortnightly payrolls happen to coincide with semi-monthly and
menthly payrolls. There is constant irregularity in this work, caused by the
shifting of the calendar,

Cost Accounting

As you know, the unit and job cost system is being increasingly
adopted by cities. The purpose is to keep records by which it is possibla to
determine over a given period the actual cost of any activity, and the income,
if any, which such activity has earned. They are intendsd to place the admin-
istrator in a position to learn from month to month, for example, the unit cost
of cleaning streets, collecting and disposing of gerbage, making inspections,
caring for the poor, operating playgrounds, running automobiles and so on for
every activity or service, Comparisons of these records, month by month, are
expected to enable the mayor, city manager, or department head to control them
efficiently. Here, again, such records are subject to deflections caused by
the calendar. These deflections may easily be responsible for vrong decisions.
It is possible for them t0 show that the cost is exceeding the budget when the
contrary is true; for a month is not exactly one-twelfth part of a year, and
one month this year does not correspond to the same month last year in the
activity value of the days it contains.

Yital Statistics

City administration more and more is using comparative data for
making studies of health conditiong, vital and mortality statistics, and street
accidents. Here again the calendar prevents this data from being truly com-
parative. No better illustration of this can be found than the data compiled
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by police departments on automobile accidents., The largest number of automobile
accidents occurs on Saturdays and Sundays., Monthly records of these cannot show
whether traffic regulations and other precautions are effective, when the total
of accidents in a month of five Saturdays or Sundays is compared with & month

of four.

As to health statistics, most health departments have abandoned
the monthly basis and keep their records in pericds of weeks to avoid calendar-
caused deflactions,

Dates Fixed by Charter or Ordinance

Every city charter is honeycombed with dates. There are dates
for municipal election, dates for the preparation of tax rolls, for the collec-
tion of tzxes, for the hearing of taxpaysrs compluints, for appeals and
penalties; dates of meetings of the city council, dates for submitting the
budget, etc. Take note and you will find one is n date of the month such as
September first, with the provision that if it falls on Sunday, the svent in
question shall take place the next day; another is the day of the week such as
the third Tuesday in August; others define periods between a day of the week
and a date of the month,

Because of the variation of the calendar, none of these events
and periods can be fixed with precision to a date of the month and a day of the
week at the same time, Dates shift to different days of the week, and days of
the week shift to different dates. For exampla, therc appears in the charter
of Rochester, New York, the following procedure for board of assessment reviews:

“Appeals may be filed with the secretary at any time betwoen
the third Tuesday in August and the twelfth day of September following."

Because of the shifting calendar, this period varies in length
Irom twenty-one to twenty-eight days, and thus the margin given to the taxpayer
to make appeals changes from ysar to year.

These uncertainties of the calendar have to be checked by all
concerned to avoid miscorriage of procedure. A4ll this inconvenience would be
avoided if we had a fixed calendar, since it would permit all periodical events
te be fixed on unchanging dates,

Supmary of Discussion

The discussion was opened by Charles R. Dalton, Rochester Bureau
of Municipal Research. He concurred with the main speaker. In addition to the
present difficulties mentioned by Mr. Stiles, it was pointed out that the dates
of elections, as specified by law in New York state, were at present so com=-
plicated that an election calendar has to be prepared for each yesar. A sim-
plified calendar would eliminate the necessity for making yearly election
calendars.

In discussing the subject furthor, Harold A, Stone, California
Taxpayers' Association, pointed out that Russia has recently revised the
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calendar, dropping two days from the normal week of seven days.

In many reports involving health departments, crime statistics,
water and power departments, fire departments and education, however, statistic-
al information was seldom given on a monthly basis, but rather upon a yearly
basis. In other words, this would seem to indicate that the variation of the
length of the month may not be of large consequence in governmental reporting.
There do not appear to be serious difficulties in budgetary control of govern-
mental units under the precsent calendar. Likewise, dopartments in several
cities have indicated that a change would not be beneficial,

Furthermore, said Mr. Stone, the proposed calendar of thirteen
months does not divide itself readily by 2, 3, 4, or 6, with the consequence
that quarterly and semi-annual reports would break the months into weekly
periods in the making of such reports,

The present investment in printed formws both in industry and in
government may or may not be largely lost by a calendar change. There appears
to be a difference of opinion in this matter.

It was also peinted out that a reconciliation calendar would be
necessary during the period of transition from the present calendar to a new
one, whereby existing dates could be located in the new calendar. It appears
that this would create a confusing situstion for several years, and that this
condition would continue during the life of existing contracts, bonds, etc.

It was suggested that a subcommittee of the national committee
be formed to sit jointly with the other subcommittees, to deal with the effect
of calendar change upon local government.

The meeting then adjourned.

(Reported by Hearold A, Stone, director of research,
California Taxpeyers' Association},

3, Traffic Regulation,

Presiding Officer, Harold S. Buttenheim, editor,
The American City.

The chairman pointed out that in the movement of traffic, speed
and sofety were vitally important. Relief in this municipal problem invelves
the question of the more adeguate use of existing thoroughfares, or the creation
of new arteries of traffic, and also a careful study of wherc the authority for
the regulotion of traffic should be placed., Dr. Miller McClintock was then
presented as an outstanding autharity on traffic problems by virtue of his work
as a traffic consultant for a number of large cities throughout the country.

Address: TRAFFIC AS A MUNICIPAL PROBLEM, by Miller McClintock,
director, Albert Russel Erskine Bureau for Street Traffic Research, Harvard
University.
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(Summary)

One of the most striking things in city government is the con-
stent change brought about as entirely new functions arise and new agencies are
created to handle them. The great population centers, with their huge huildings
concentrated in small areas, have produced a tremendous traffic problem. In
many cases, streets now serving these areas were laid out for a horse and
carriage traffic. The automobile, therefore, causes serious traffic tangles
which mean heavy losses to the city. There is, of course, no solution for the
traffic problem as such, but there are a number of ways in which relief can be
afforded.

What the City CQovernmsnt Must Do

From the administrative side, there are two things which are
vitally necessary to afford relief from traffic congestion. 1In the first place,
2 community must undertake intelligent planning and re-planning of its physical
structure in order that sufficient outlets may be provided for the flow of
traffic, It is also necessary to provide for the proper regulation and control
of traffic in order to keep the stream moving satisfactorily.

In the second place, it must have regard for the functional
aspects of the regulation and control of traffic. The first of these is "rules
of the road." By this term is meant parking regulations, designations of one-
way streets, setting up of traffic signal systems, etc. The making of these
rules should be placed in the hands of trained and experienced persons, because
their proper formulation demands very close study of the traffic needs of the
city. For example, the question of prohibiting parking in downtown areas will
causs 2 great deal of comment in any city. The merchants will immedjately come
to the conclusion that such prohibition would seriously damage their volume of
sales, and yet, where parking has been prohibited the results have been found
to be quite different.

In the loop distriet in Chicago, it was found that only 1%
per cent of the business of the stores in that district came from "parked car"
buyers, and as a consaquence, merchants now favor the mbolition of parking.
S5treet cars in going through the loop district were speeded up from 9% to 14
miles per hour end a tremendous saving was accomplished. The speeding up of
taxi cab service has alsc saved the cab ceompanies and riders a substantial sum
of money yearly. It is impertant to obsorve that this particular situation was
carefully studied and worked out by competent persons, before parking was
ectually prohibited.

Naturally, the question arises as to how these rules ought to be
made. They should not be made by the city council, for, in a strictly political
set-up, selfish persons will obtain preferences of every kind. The regulation
of traffic is not a political problem, but is clearly an engineering problem,
just as much so as sewage disposal, It ought, therefore, to be placed in the
hands of an enginesring agency as has been done in Chicago, San Francisco,
Pittsburgh, and about fifteen other cities.

The Boston traffic commission is one of the most elaborate in
the country. It consists of five members, with pawer to make and enforce rules.
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The commission has sixty-five engineering assistants who are working on the
traffic problem. This is probably the future type of organization which will
be set up in large cities to deal with traffic questions. In small cities, it
is generally unnecessary to sstablish a traffic enginesring department, but is
more feasible to call upon a member of the regular staff of the enginsering
department to act as traffic engineer.

The second functional aspect of the regulation and control of
traffic is the operation of the rules and the apprehension of violators.
Pclica departments, doing as well as could be expscted, have attempted to en-
force traffic rules by adopting a punitive attitude. The whols treining of
the policeman gives him a punitive outlook, whersas, in the regulation of
traffic, the citizen needs direction rather than sharp reprimands. No traffic
rules will suffice in dense traffic conditions and it is always necessary to
have an officer on hand on such occasions. Unless police departments can
materially improve their technique in the handling of this important function,
they will lose it eltogether. Many police departments have formed traffic
squads for the purpose of regulating eand controlling traffic. It has been
found from actual szperience that new policemen maks better traffic officers
than men who have besen on the force for some time, beceuse they have not
acquired the punitive psychology of the older men. If the police are to retain
the function of guiding traffic, it will be necessary to establish a highly-
trained section of the police department for this work. Thesa men should
devote their entire time to traffic work end receive special instruction in
its various phasas.

Handling Violations

The third functional aspect of the regulation and control of
traffic concerns the punitive agency for handling violators of the rules. The
traffic problem has drawn thousands of cases daily into the police courts.
Neturally the procedure has become lax and many inequitable decisions have
been handed down., A citizen parking overtime may thus obtain a criminal
record. In addition, this system has lowered the regard for courts, because
of its hurried and unjudicial nature.

An attempt has been made to remedy this clearly recognized
defect by setting up a clerical method of handling offenses; and between fifty
and seventy~five cities have set up traffic fines bureaus. It is customary to
sepregate offenses into convenience offenses and safety offenses. Those motor-
ists who have been driving while intoxicated or have damaged property are
hailed before the court, while those who have disobeyed general rules and
regulations appear before the traffic fines bureau and pay their bills, just
as they might settle grocery accounts. In the cities where this system has
been installed, the revenue from fines has increassd tremendously. In the
averapge American city seventy to ninety per cent of the people who violate
traffic rules are never apprehended. This is a serious situation which can be
largely remedied by instituting a propesr system for apprehending and punishing
violators., It must be understood that if a ecitizen is dissatisfied with his
treatment in a fines bureau, he may appeal to a court for a regular hearing.
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Summary of Discussion

In the absence of 3tephen B. Steory, city managsr cof Rochester,
N. Y., who had been scheduled to lead the discussion, Dr. McClintock answered
a number of questions from the floor which related in most cases to purely
local problems. In discussing the question of garages maintained at municipal
expense, Dr, McClintock stated that he was opposed to providing such a method
of parking in downtown areas, He said that it did not seem to be a proper use

of the tax money and that private garages were generally sufficient to take
care nf storage needs,

Sidney J. Williams of the National Safety Council discussed the
work of his organization, He pointed out that traffic accidents were symptoms
of faults in the operation of the traffic system and that the accident ex-
perience of a community should be very carefully studied in order to cut down
this toll. He said that the National Safety Council studies the accident
experience of a community, examining the types of accidents, their causes, the
places in which they ocecur, stc,

He also brought out the fact thet if certain remedies had besn
put into effect in order to lessen accidents, it was very desirable to re-study

the situation with & view to determining whether or not the remedies were
successful,

The meeting then ad journed.

(Reported by Albert H. Hall, director, Schenectady
Bureau of Municipal Research).
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12:30 P. M,
LUNCHEON

Aviation and Municipal Progreass

Presiding Officer, Reed Landis, secretery, Chicago Aero
Commission.

Address: by Roy Ireland, general commercial manager,
National Air Transport Company.

In discussing aviation and its relation to municipal progress,
I think it might be well first to consider what air transportation means today
to many cities of the country and what it may mean to your community, if proper
advantage iz teken of your opportunities, Let us look at it first purely from
8 business point of view, without any reference to the patriotic or national
defense aspect, civic pride, or anything else of that nature.

You all realize what transportation and communication mean to
business. Rapid tranrsportation and communication have, perhaps, been the two
greatest factors in making the United States what it is today, Had it not been
fer the rapid growth of our great railroad, telegraph and telephone systems, I
doubt very much whether the United States today would exist as a unit. Trans-
portation and communication bring all parts of the country together., They make
the man from New York as much at home in San Frencisco as the Californian,

They make the United States the great melting pot; they cut down sectional
lines and provincial feelings; and make us all citizens of the United States
and not just of one particular part of the country.

Many of us, even some of us in the business of air transport,
are prone to forget that it is just ancther system of trensportation, It is
not something apart, but is mersly a new method of moving persons and things
from one place to another. It supplements rather than competes with other
means of transportation. From an economic point of view, it differs from these
other methods only in that it moves its carge at a speed of 100 or 125 miles
per hour as compared with a maximum average of 40 to 45 miles by ground
transportation.

The Growth of Air Transport

Air transportation in this country has been exemplified princi-
pally by the air mail service. Starting with a 225 mile line between Washington
and New York in 1918, this service has grown until toeday it includes 45 lines
stretching from the Atlantic to the Pacific, Over 700,000 pounds of air mail
were carried over these lines last month by planes which flew over bne and
one-quarter million miles, Including passenger and express air lines, a total
‘of around 8,000,000 miles are flown each month in scheduled operations,

These figures, while impressive, mean 1ittle until translated
into terms of service, Let us take Chicago as an szxample and see what air
transport means to this city. OChicago is about 900 miles from the Atlantic,
2,000 from the Pacific and 1,300 from the Gulf of Mexico. Measured in hours by
the festest means of ground trensportation, Chicage is twanty-two hours from
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the Atlantic, sixty-three from the Pacific, and forty from the Gulf. After all,
it is hours that count, rather than miles. The important question is not how

far it is to a given point, but how long it takes you to go there or to send
your mail or express. Now what effect §oes aviation have on this?

Again measuring in time rather than distance, the airplane
brings Chicago within eight hours of the Atlantic seaboard, twenty-two hours
of the Pacific, and fifteen of the Gulf. In other words, it cut the time to
about one-third of that regquired by rail. If we translate the hoursz by air
back into terms of miles by ground transportation, it means that the distance
from Chicago to New York is cut from 900 to 350 miles, the distance to

California is reduced from 2,000 to 750 miles and the distance to the Gulf
from 1,300 to 500 miles.

Your city's trade area is limited by the time reguired to get
persons and goods to and from its customers. Taking Chicago as an example
again, it is estimated by transporiation experts that the airplane brings
Chicago within overnight distance of eighty per cent of the purchasing power
of the nation., All of this has come to Chicago, not as a resylt of any particu-
lar effort made by Chicago but because its geographicel location is making it
an air center in the same way that it has become a rail center.

You gentlemen, most of you, will have to get out and work for
the same things that have comes to Chicago without effort.

How Municipal Governments Can Promote Aviation

What I have said so far has been said in an effort to crystalize
in your mind the advantages which air transport may bring to your city so that
you may realize the importance of doing everything in your power to develop
aviation in your communities.

Aviation is a new industry. It needs help in order to develop,
just as the railroads needed and received help many years age, and just as
ocean, lake and river shipping need end are receiving help today. Recognizing
this fact, European governments have subsidized air lines very heavily. Many
operators in Kurope receive as much as sirxty or seventy per cent of their
revenues from government funds., I understand that few, if any, European air
lines would survive for ninety days without this governmental aid.

The situation in the United States is quite different. Our
government, vhile recognizing the desirability of assisting in the development
of aviation, has wisely decided not to subsidize {this new industry but to
assist it in such indirect ways as will enable it to develop only so fast as
it is able to prove its economic value, In pursuance of this policy, ths
United 3tates Department of Commerce lays out, constructs and maintains airways.
It brings them to your municipal front door but there it stops.

The provision of airports is considered to be a function of the
municipalities involved, The cbligation rests with you gentlemen, representing
your various municipalities, to provide adequate landing fislds, to light them
for night flying and to construct such facilities as are necessary for the
proper handling of mail, express and passsngers arriving and departing by air.
Municipal airports now in existence have been provided in several d4ifferent
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ways, In soms, the land has been purchased outright and necessary facilities
constructed direct from municipal funds. In others, groups of public-spirited
citizen corporations have been organized for the purpose of building and main-
taining municipal landing fields, with the thought, in some cases, of later
selling the project to the city. 1In still other cases, chambers of commerce
have raised the necessary funds.

The Municipel Airport

The cost of a municipal airport variss with the locality and
depends largely upon the cost of the land. An adequate airport requires at
least 160 acres of good lsvel land preperly located with reference to buildings,
pover lines, etc., which may form flying hazards. Proper consideration must be
gEiven to highways and to bus, street car and other facilities for moving pass-
engers and cargo betwean the airport and the business section of the city.
Distance from the business center is exceedingly important., Much of the
adventage geined by the speed of the airplane may be lost by delays in getting
te and from the airport.

The cost of lighting adequate for night operations will vary
considerably, but for the ordinary field a standard revolving beacon, boundary
light and obstruction lights may be installed at a cost of five or six thousand
dollars. If possible, flood lights should also be installed which will approzi-
mately double this cost. I would like to emphasize the importance of lighting.
A field that is useable only during daylight hours is only a part-time airport.
The greatest advantage of air transport comes with night flying and, with the
extension of the federally lighted airways, more and more flying will be done
at night. 8o by 211 means, light your fisld. It is not my purpose to attempt
to give you detailed airport specifications. Valueble information and assis-
tance may be secured from the asronautics branch of the Department of Commerce
in Washington when you are ready to procesd with plans for your airport.

The question of revenue which may be derived from the operation
of airports is always of first importance to 2 municipality which is considering
the construction of a field, Some revenue may be secured from the rental of
ground for hangars, or the rental of space in municipally owned hangars, and
from sale of gas, o0il, etc. OSome municipalities are attempting to secure a
return by charging a fee for landing or, in the case of regular transport
operations, & charge of so much per unit of cargo landed or flown off the port.
Frankly, however, it is difficult to secures a2 return commensurats with the in-
vestment required, and for the present I think most municipal airports must be
considered in the light of the indirect benefits which result from the bringing
of air transport or other aviation activities to the cities involved.

Arguments for Municipally Owned Ajirports

I think perhaps the first logical question which any city
manager, mayor or city councilmen will ask is - why should municipal funds be
used to build an airport? Why shouldn't it be built from private funds by the
people who expect to use the airport? The answer is - to make the user pay,
you first must catch him, and he comes from the uttermost limits of the country.
I mean by that, that an airport is in much the same status as your state roads
or city streets or your rivers and harbors. It is true that many airports are
privately owned, which ia quite proper; but each and esvery city of any conse-
quence should have at least one municipally owned airport which is opsen to any
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and all comers. The number of accessible airpert sites is generally limited in
a given localyty. If the only usable sites are owned or controlled by private
capital, it places the prospective new operator at the mercy of the private
owners. This might, under certain circumstances, prove to be a disadvantage to
the municipality which is anxious to have its aviation activities expanded.
Municipal ownership of your sirport will enable you to control and direct its
activities to a much greater extent than if it is owned by private individuals.

In the larger cities, airport facilities should not be limited
to one field. When this is done, congested conditions often result. Where the
volume of traffic is at all heavy, student flying should be carried on at a
field separated from regular transport operations. This is better both for the
student and for the schedulsd operator.

In addition to the provision of suitable airports, municipal
authorities may promote the growth of aviation in many incidental ways. One
activity which coste relatively little and yet is of great value to a pilot,
especially in the case of the smaller cities, is the marking of the name of
the city in large letters on roof of one ar more of the prominent buildings.
This often will prove of invaluable assistance to a pilot who is trying to
check his location on a map.

Address: by William B. Stout, president, Stout Air
Lines, Detroit.

(Summary)

Mr, S5tout called attention to the alertress and progress that
had entered American life since the caming of the automcbile and the airplans.
He recalled the ridicule which Mr. Carnegie experienced when he introduced a
chemist into the steel company, whereas now the steel company revolves around
the chemist. Most executives are engineering executives and the best aducation
for executive work is engineering education. The same thing is true in govern-
ment. We find it exemplified in President Hoover.

He called attention to the reduction in "time-size" of the
country because of aviation and said that soon the United States will shrink to
the size of the state if Illineis so far as time and distance are concerned,
through the influence of aviation in cutting down the time required for trans-
portation. The growth of aviation has entirely revolutionized Mexico and its
government, and has been a marked factor in the recant stability of that country.

The United States is doing the greatest pioneering in aviation,
he said, and is the only country in the world which has developed night flying
tc a marked degree.

In conclusion, Mr. Stout urged city officials to place air
transportation facilities where people could use them, He mentioned some air-
ports located several miles from the center of the city, which were poorly

equipped. He compared thesze with centrally located and magnificently equipped
rzilroad terminals.

The meeting then adjourned.

{Reported by John F. Rillmott, Bureau of Governmental
Research, Kansas City, Kansas, Chamber of Commerce).
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