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Opportunities for Local
" éovernment

Jack C. Greig, EXecutive Director
Henry County Council on Intergovernmental Relations,
and Secretary, Indiana Joint Committee
on Street-nghwa?/ Program
Newcastle

If we _keeP on letting government get more and more topheavy
unnecessarily pphea@/—,llt will be our own fault. If we are not wil mgi
to put our brains and civic brawn to work in a slugging battle to resis
the natural and manufactured pressures which are  squeezing our gov-
ernmental structure out of shape and mostly upstairs, we might as well
kiss close-at-home government %oodbye. .

Believing that You will want to ‘choose the fighting and courageous
American way to carry on the great traditions handed down to us, |
have come before you with a plan”in which | hope you will join to battle
the tide of clentralhzaﬂon. . :

It 15 a plan which has all good-will toward good American govem-
ment—and bad-will toward the witting and unwitting forces which are
combining to literally squeeze the life out of our local governments
and to a lesser but just as dan?erous extent, out of our state ,?ove,rn-
ments. It is abundantly clear that we must exert our goodwill with
vigor, determination, and imagination against the bullying forces that
beset our local governments—much in the same fashion as the resolute
and sensible “good boy” sometimes has to slug it out with the plug-ugly

bu"%&nd after Eve finished here, | dont want you to say: “Thats a
good idea—Iet’s you go ahead and do it!” | want you to buckle on the
agmor and helpus help you get this job rolling.” It will take three
things:
L1 A firm belief in well-adjusted self-government, with local, state,
and federal governments doing their proper part of the job.
2. The development of machinery to help local-state-federal gov-
emment keep geared to the job. _
3. Cooperation in a “front running” exPerlment by the local, state
and national governments, through the Henry  County Council
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on Inteagovernmental Relations. This experiment is in its fifth
year and has already made a real contribution toward reducing
intergovernmental conflicts, promoting cooperation, and startlnrq
local” government back toward full"partnership in the local-
state-féderal team.

Contrary to some of the criers of doom, the day for local %overn-
ment need Not be over. In fact, we can march into a new day of effec-
tiveness for local government and the entire American ,Sgstem if we but
have the courage, Tnitiative, and imagination to do the job.

The time is already overdue for the honest, capable, vigorous advo-
cates of goqd self-government to join in the job of preserving the funda-
mental DBasis of our form of (quvernment_—at the community level—
0 raII¥ its forces into an intelligent, fighting unit and hammer down
the selfish aclvocates who are selling close-at-home government down the
river by undercutting its powers and finances,

It is also time we stopped tilting with_the windmill in the foolish
way We have been domﬁ, and use our brains as well as our brawn to
FUS a real ﬁro?ram which will successfully combat the seemingly re-
entless march of centralization. And | am Going to ask your organiza-
tions, if P/OU really believe in local government, to gw solily in back
of the effort that 1s getting results in this direction. We are asking all
interested citizens to join us in a determined program of standing by
our local and state giovernments in their efforts to improve their posi-
tions in a sound local-state-feceral trinity.

Let me say that it is the reasoned conclusion of the Henry County
Council on I_nter?overnmental Relations that there is something wrang
with a situation that permits wildfire centralization without any effec-
tive brake. We firmly believe we have developed a plan which will
?lve us the machinery ‘to not only put on the brake, but to reverse the
rend. But let me warn that it will require long, patient, consistent
work in your community and mine—and the patriotic efforts of more
and moregood citizens. Let’s tackle the task realistically.

Let's stop kidding ourselves that we can keep up to date and on top
of today’s complicated job by (1) wishful thinking, (2) cussm? the
bureaucrats, (3§ holding conventions of statewide groups of local offi-
cials once a year, (4) buzzing the legislature with piecemeal “me first”
programs, or (5) leaving it to “George” or the pressure group that
marshals the slickest campaign or trickiest law ideas, Instead, let us
break down some of the silly barriers in the community and work co-
operatlvelly at home in discovering and understanding’ new problems
and developing sound means of meeting our problems. In doing this,
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let’s clear the skeletons out of our closets; let’s stop the poor or had
reporting which gives local government an undeserved black eye; let’s
stop thinking our job in local government is limited to preserving the

status quo, . . :

_ _Wo%uld it not be better if we take the forward look, determined that
It is our job to strengthen ourselves, correct our mistakes, find more effi-
cient ways of dom% things, do a better job of informing our citizens,
and draw more and more competent citizens into this job of self-gov-
ernment? . .

T%ere I not a more absorbing, challenging job in the world today or
any day than that in which we are _en%a%ed—that of governing our-
selves. "Let us make no mistake about it that as we go So goes the world,
governmentally speaking. The balance of the world is standing by
ready to be convinced to follow our lead. It is both exciting and
soberingly true that we face the greatest opportunities and the greatest
responsibillities of all time. We must have in our generation the Qreatest
Americans of all time; and we must bring up a generation which can
become even [greater than we, _

We might as well give up any beautiful but dumb dreams that we
can go back to the good old days, or stay in the present %ood new days.
We will do much better if we march adventurously into the much, muich
better days that surely lie ahead. And we will do ever so much better
if we march forward realistically, admit to ourselves that a certain
amount of centralization is necessary and desirable, but that we have
the right and the duty to define limits. Actually, we must make a
choice between uncontrolled big centralization, which pushes us around,
or little centralization through which we do the pushing. If this sounds
like the alternative you want to take, let’s have a look a calculating
100k _into_the practical means by which we can achieve effective little
centralization (or better, teamwork) and work at the job of whittling
down big centralization. . _

Let's start, however, by admitting candidly that we have brought
upon ourselves the trials and tribulations which have left our local gov-
emments, and to only a slightly lesser extent our state governments,
the Frey to selfish Fressure roups. In thinking of the opPortunmes for
local government, let’s also keep an eye to strengthening the entire fed-
eral system of local-state-national government which 1s the American
pattern.

AN INDIANA PROGRAM

Here in Indiana we have taken on the obligation of taking the lead
toward raising the level of self-government. We can do a real job of
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this program, if we will get to work in every county and city in our
state to carry forward the 12-point plan of “action for strengthening
local governments and meshing intergovernmental ?ears that IS belng
demonstrated in Henry County. We’ believe this plan will work an
be beneficial in any cotnty—and any state.

The 12-point plan, in brief, is to:

1

10

Encourage effective home rule through substitution of general
enabling legislation for excessive and restrictive legislation on
local matters.

Provide more pre-induction and on-the-job training for public
officials.

Develop new methods of revenue sharln? and cooperative ad-
ministrative arrangements between the three “sizes” of gov-
ernment as a substitute for centralization; Substitute “wise-
spending” for present loose-spending incentive in matching-
funds programs.

Strengthen county government by makir]P commissioners clearly
%nda ministrative body, and the council’ a stronger legislative
odly.

Revise and strengthen revenue systems by improving assess-
ment, collection, and accounting.

Establish the principle that the Dest role of state and federal
?overnments_ls the provision of technical and scientific services
u% itcsommumtles, leaving more control and operation to local

Further establish the _grlnuple of one level of government
through maximum possible use_of one-stop public-service centers,
set up according to each major function, without regard to
now-Separate levels.

Eo further implement the one-level principle, institute; (a)
local coordinating commissions in each community, (b) district
and state coordinating and administrative councils, (c) rota-
tion of administrative emplorees', in the inter-level Services
among local, state, and federal offices.

Accept this governing principle: “The farther removed the
administration from the point of service, the fewer and simpler
should be the controls exerted.”

To enable effective work locally toward raising the stature of
local government and improving inter-level coordination, desig-
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nate the county planning commission as the “teamwork or-
ganizer” for all the public services in the community.

11, Since good government beging in the schools, implement a new
and wgorous course in schools and colleges, stressing the prac-
tical study and fundamental importance of local government
as the foundation upon which the entire self-government system
prospers or fails.

12. To speed the development of the local-state ?earmg DIrOCeSS,
the HCCIR recommends earliest appointment” under legisla-
tive authorization of a statewide commission to study andpro-
mote methods of (1) strengthening local ?overnments,_(Z)
reorgamzmq county and city governments o enable citizens
to adopt better management, “and (3) implementing joint city-

county planning. It is further recommended that Such a com-
mission be set Up to include primarily members of local citizen
groups set up along lines of the above recommendations to
study and carry forward steps for mte,rgiovernmental coordina-
tion; also state legislators and administrators and representa-
tives of local-government associations.

Under our “teamwork in_the community plan,” which is encouraged
under_ Indiana’s wisely-conceived community planning law, our officials
and citizens will have a place to get together in their own communities
to get some clear, top-level thinking done to prevent our governmental
functions and controls from slipping away, and also bring back some
controls and activities which have been either sneaked or grabbed away

or allowed to go by default. Let’s understand that our present law
Clearly permits and encourages governmental administrative as well as
physical planning. As it should work, this plan gives increased numbers
of Citizens a way in which they can work at government more effectively,
ﬁ:vgn%(them a greater sense of participation and contribution, mcreasmq
eir knowledge of its workings, and consequently eliminating much o
the E[esent widgspread feeling of frustration.

~ First, our Council, workmg with public officials, party leaders, and
civic-minded citizens, found that failure to develop the need medium
of rallying citizen-officia Partlmpatlon into teamwork action had accel-
erated” the withering of local governments and encouraged and con-
tributed to centralization. Then we went to work to find a practical
means of developing the method and machinery by which all' citizens
can make a better contribution to the process of governing themselves,

There is increasing evidence that this “community teamwork plan”
can close the ever-widening gap between citizen and”government; that
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local planning commissions which should be called “Research and De-
veIoE)_ment Commissions,” can size up_community needs and work out
practical answers. Those who have familiarized themselves with our
plan agree that we can do, a good !ob of sensibly gearing our govern-
ments, and in the process improve the general afrangement of govern-
mental structure and functlonm%. . _ .

Not only is the local machinery for this self-sharpening gearing
Proce_ss being developed throu?h local tryout, hut the state machinery
0 bring_ together the results of clarified focal thinking is already set_uR
and beginning to reach its %reat potentialities. The state agencies whic
we regard as flttl_ﬂ% into the scheme are the Commission on Interstate
Cooperation (which probably should be renamed the Commission on
Intergovernmental Cooperation), the Indiana Economic Council, and
the Legislative Advisory Commission.. _ _ _
~Inaddition to conducting statewide studies, the Economic Council
is already worklnq with many of our communities, at their re(iuest, on
research ‘and development studies. The Commission on Interstate Co-
operation, working experimentally with our HCCIR, has received and
welcomed recommendations and suggestions on local problems calling
for state or federal action. This Commission is composed of five state
senators, five members of the House of Representatives, and the heads
of five state departments, with the Governor, the Speaker of the House,
and the Lieutenant Govemor serving ex-officio. Perhaps some thought
should be given to establishing a broader representation on this Com-
mission, or even realigning it so that the local-government viewpoint
would be preponderant. Lay membership also might well be established.

The law b{ which the ‘Commission on Interstate Cooperation was
established in 1937 specifies that it shall ,encourat%e cooperation among
states and with units of government within the state. Yet in all these
12 years, Henry County through the HCCIR and the local planning
commissions seems to be the only one to have made use of what cer-
tainly is a very fundamental piece of machinery. In fact, formation of
the Indiana Joint Committee on Street-Highway Program stems directly
from a suggestion made in a meeting with that’ Commission.

So the process for translating local thinking and plans into action at
local, state, and federal levels in"an orderly manner and on a year-round
basis is already established. No new machinery is needed. However, we
have hardly scratched the surface. There are’ many communities where
no governmental committee or planning commission has been formed,
and this situation should be remedied as %chkly as possible.

Our Council on Intergzovernmental elations has, as you know,
devoted much study to the Total governmental picture in Henry County
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8 a representative American county and one of five counties in the entire
nation" in which similar local citizen gFroups were originally financed
by funds of the Spelman gRockefeIIer) und. . . .
It is not hard to find things Wrong, or not quite right, but it is some-
what difficult to work out ways and methods of changing them. For
example, it is to the credit of our forefathers that more than a hundred
Years ago when they established our local government they made it to
ast. In fact, it has proved somewhat difficult to chan%e It"to meet new
Prob,le_ms and conditions. It has become needlessly cumbersome, puzzlln%
0 citizens, and too slow to ?rasp its opportunities; so we have let |
et shoved more and more out of the picture. Examples are frequent—
e township trustees giving up roads and welfare in the '30s; counties
and cities tendln,? to duck new law-enforcement opportunities and drog
others; local units dodging chances to manage coordinated local healt
and_recreation programs. "Much of this is too largely due to defensive
tactics and to failure to develop a program and promote it aggressively.

SUGGESTED FIELDS FOR IMPROVEMENT

A move to strengthen local government is starting now where it
should start—at the grass roots. We are hopeful that county and city
([Jovernments will surmount some of the old barriers, and gét together
0 form joint research and development commissions which™ will study
not only"the problems of conservation, schools, recreation, sanitatiori
welfare; health, highways, parking, and zoning, but also governmental
coordination and organization. o _

Many of the problems in each locality will be alike. When most
of our counties have joint study commissions and make studies of their
governmental services—local, State and federal, we will begin to get
sound action to correct not only ove_rlappm?s and duplications, but %aPS
in the service which the public requires. It has become clear that state
and federal governments impose services on local communities which
are sometimes not needed and other times not tied in with available
local services. At the other extreme we have local officials grop_ln? in
the dark, standing in their own light, or hacking defensively info a
corner when they Should be dlggl_n% out the story and acting aggressively
to keep themselves on top of the job. . o o

“As an example, there is a growmg conviction among conscientious
officials and citizens that we need a head for our county government,
If our counties are going to be able to handle the increased” duties they
will be called on to"handle as our economY and population continue to
grow and change. Such a change need not keep us from electing com-
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missioners, but wouldn't it give us a little better management? As part
of the same development—and this should be voluntary—we might build
up the muscles or local government if we allow our communities—
counties and cities—to select the form of administration the%/ Prefer.
~ Could we not also strengthen the sheriff's office, now that we are
in the process of changing it over from a two-year to a four-year office,
by letting it absorb some of the duties which”we have allowed to slip
away—suich as supervising excise police and some of the work which has
been shifting to state police and state conservation officers? And looking
at the proposition long-range, would it not be better to take the sheriffs
office &nd mayhe some others) off the ballot and make it possible for
voters to concentrate on choosing candidates for fewer offices? We are
also in the process of lengthening the term of office of other county
officials—surveyor, treasurer, etc. Here’s definitely opportunity for
local_government. . , .

_One ling of governmental activity offers peculiar opportunity to
build up the brain”and muscle of local units—engineering. Our county
engineers need more authority and better facilities for domgl the top-
level jobs needed in modern communities. It might be well to look to
the possibility of makln% the county engineer appointive. _

We could solidify the position”of local government considerably in
the collection of taxes. We should grasp every opportunity to keep'this
service close to our doorstep. _ o

| hardly need remind 4)60u that the new street-highway flnancmﬁ
program & QPted by the 1949 legislature lays new responsibilities as wel
as opportunities o counties and cities and towns. Not everybody is
happy about_ this, but it does, for the_first time, set up a formula of
revenue-sharing among the state, counties, and cities and towns. Maybe
the counties and cities will be able now to set up a Ionfg-range rebuilding
and_maintenance program. Here is certainly ong of the prize oppor-
tunities for local ‘government, and it will e watched closely. Let’s
have some good thinking on long-range programming, on improvement
of purchasing, testing, and safety arrangements, and on betterment of
road and street building all the way around., . .

Our local plannln%. commissions, sometimes with the assistance of
the HCCIR and sometimes on their own, have made much progress in
clarifying the gqovernmental picture. We prevented duplication of vet-
erans’ services by bringing local, state, and federal officials together,
ending up with ‘our local veterans’ service office as the veteran center.
Our communities got together to provide countywide fire Protectlor],
and the beginning of countywide trash disposal.” Much better use is
being made of available state and federal services in the field of soil
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conservation and water resources because of our coordinating efforts,
and we hope ultimately that the county and city will assume™a larger
part of the whole job. _ _ _

Every community should be domlg more of this sort of thing. We
would find more and more that local, state, and federal officials would
welcome new ways of W_Ol’klnﬂ together—pooling our resources. As
time goes on we could bring all lines of public service under friendly
review and_ determine whether better order and larger local responsibility
could be introduced into highways, welfare, health, education, law
enforcement, etc. N

Yes, the woods are full of opportunities for local government. Let’s
not worry about the state and Tederal angles so much—the people will
find a way to enable them to do their share, and the people can help
us control” that share to its proper limits. The business of finding our
opportunities is like hunting mushrooms. The r[))erson who  hecomes
skilled in what to look for and where to look Decomes a competent
mushroom hunter. But the person who does not have the interest, the
knack, and the trained eyes Is a dub, and will remain a dub unless he
tries self-improvement.

A PROGRAM OF SELF-IMPROVEMENT

| am suggesting a potent, positive program of self-improvement to
you. If it can be carried convincingly to"the candidates for the next
general assembly, | believe local self-government will make even greater
gains than the good progre_ss made this time.

Now, here’s what Fd like to suggest to you. | have brought enough
copies of the HCCIR  12-point program and work plans and a “declara-
tion of local competence” entitlied™ “The Home Town Talks Back to
the Agencies” to provide one copy for every county in the state. Will
you designate a representative from your county to pick them up ? Then,
will you study them, and see that"they are officially studied by your
local ‘officials? Further, will you inform us whether your community,
its officials and citizens, are interested in joining in this voluntary
movement? And also, will you see that your or?anlzatlons of local
offtl_matls 7con5|der this as a possible part of their statewide cooperative
activity * _ o .

Gentlemen, 1 am frankly excited about the potentiality of this
“teamwork” plan for bucking the centralization tide and getting an
effective job done at home. It will work wonders for you and all com-
munities—if you will work at it with your citizens. We are immensely
rich in citizenship talent, if we will but'use and develop it
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Let's do our jobs so well, and tell the people about it so effectively,
that our legislators will not tolerate limitation of our authority Or
usurpation of our job.

. | repeat—there is a serious need for a local body in every community
i Indiana to study and review the local situation contlnuousIY, Set up
goals, and work toward their accomplishment, and to keep local citizens
informed and stimulated for good participation in their affairs. We
should see that we have this Service, and go about the job of makl_n_cg
ourselves full partners in the local-state-federal picture. "With a spiri
of imagination and adventure, we can rise to new heights. Let’s stoR
selling ourselves down the river. Let’s live up to our birthright, whic
Is to Improve what has been handed down to s, and Eass if to future
generations better than we received it. We can be worthy of this great
opportunity and this great responsibility, IF we but will. Let’s do it!



