S NI

i L g
Cosad BN

AN ANALYSIS OF THE ORGANIZATION OF THE
BOSTON PLANNING AGENCY

by

MARSHALL KAPLAN

B.A. Political Sclence
Boston University 1956

M.A. Political Science
Boston University 1957

Submitted In Partial Fulfillment Of The Requirements
For The Degree Of Master In City Planning

at the

Massachusetts Institute of Technology
May 21, 1960

Signature of Author__ -~ . . < .
‘Department of City and Reglonal Planning
May 21, 1960

Certified by

_,v\Q(—— ‘Thesis Supe€visor

\

Accepted by

Chairman;‘ﬁépartméntal Committee on Graduate Students



TABLE OF CONTENTS

Abstract
Acknowledgments
List of Tables

Chapter One

The Planning Process
Research and Data Collection
Goal Formulatlon
Programing
Implementation

Organization - Principles

Definition
obJjectives
locus

Internal Structure and Adminlstrative Processes
coordination through structure
coordination through process
Planning for planning
Communication
Leadership

Chapter TWO =~ Analysis of the Boston Planning Board

Boston Planning Board - Description
Analysis

Defining Goals and Policies

Role as Ambassador

Role as Client

Board as a Buffer

Relations with Staff

Recommendations

Chapter Three-- Analysis of the Planning Department
Coordination through Structure

Structure and Process
Existing Structure - Description

Division Analysis
General Analysis with Recommendations
Summary of Recommendations

10
12

14

17

32
34

39
52



TABLE OF CONTENTS

Chapter Four-- Coordination through Process

Policy, Programs and Leadership
Recommendations

Communicatlion Network
General Analysils
Recommendations

Coordination through Specific Administrative Controls
Budget
Work Program
Standards of Performance
Control of Personnel
Housekeeping Services
Administrative Manual

Chapter Five-- External Communication

Relations with Other Departments
Relations with the Public

Chapter Six-- Personnel and Organization
Problems of Morale

Analysis - Reasons for General Deterioration of
Morale
External
Internal- Causes and Recommendations
Goals and Programs
Structure
Communication
Inservice Tralning Program
Orientation
Rotation
Staff Meetings
Conferences
Courses in Educational Institutlons
Misunderstandings Pertaining to Political
Process
Informal Organization
Salary Schedule - Turnover
Civil Service - General Observations
Description - Civil Service
Comments and Recommendations
Observations as to Positlon Classification
and Compensation Plans

Summary of Major Recommendations:

Conclusion

Page

59
64

67

T1
7

102
103
103
104

105
106

110
113
117
119
123
128

136-A



TABLE OF CONTENTS

Appendices:

Educational Background - Staff Members

Position and Educational Analysis

Salary Rates for Secretariles

Salary Comparison by Position Level

1960 - Work Budget and Programs

Salary Rates for the Staff

Functional Allocation - Proposed Organization

Outline One - Proposed Revislons, Personnel
Classification Plan

Outline Two - Proposed Revisions, Personnel
Classification Plan

Brief Remarks as to Functions

Page

137
138
139
140
142
143
144

145

151
155



ABSTRACT

AN ANALYSIS OF THE ORGANIZATION OF THE
BOSTON PLANNING AGENCY

by Marshall Kaplan

Preceding the analysis of the Boston Planning Agency,
the generic planning processes (research, goal formulation,
programing, implementation and feedback) were correlated with
the many defined planning functions. While suggestive of or-
ganizational relationships, the similarity between the plan-
ning process and the planning function does not necessarily
prescribe a definitive structure. However, even though the
administrative structure may not exactly parallel the defined
planning functions or correspond nominally with the steps in-
volved in the planning process, it i1s Important that the latter
be incorporated within the organizational framework.

Certain administrative norms relating to both structure
and management processes were utilized in this study. It was
recognized that certain qualities assoclated with the planning
process and function mitigated their complete applicability.
However, these standards together with the generle process did
provide a stage on which it was possible to analyze the Boston
Planning Department.

. In essence, the Boston Planning Board has not succeeded
in adequately fulfilling any of its primary tasks.

1. To define goals and policiles

2. To interpret the planning function

3. To act as a client vis a vis the staff

4. To protect the planning function and process from
the "evil" machinations of the politician

5. To provide an effective liaison between the citizen
and the expert

Furthermore, because of the lack of communication between
the Board and Staff, and the lack of a defined relationship be-
tween the planning staff and the Mayor, the Department 1s both
isolated from political realities and, at times, prevented from
influencing day to day decisions made by line departments. Since
the governmental structure in Boston is based on a strong Mayor
system, it would (considering the less than adequate achieve-
ments of the Board)be wise to make the Planning Department direct-
ly responsible to the Mayor's office.



There were many noticeable deficiencies in the internal
structure of the department. These related to: (1) the
failure to give due recognition to the Integrity of the plan-
ning process; (2) the failure to define adequately the
functions of each division. In general, the coordination of
the programs of the department was inhibited by structural
defects. Several, detailed suggestions were made to improve
the formal organisation. Primarily, however, 1t was proposed
that the department should be organized by purpose with the
major differentiation between divisions being that of time.

Human beings breathe life into any organization. The
latter represents, in fact, not only formal lines of author-
ity, and division of functions, but personal skills, atti-
tudes, desires, and loyalties.

There was, with only few exceptions, evidence of a lapse
of leadership on all hierarchical levels, together with a
complete breakdown of communication between different scalar
positions and divisions. Lack of a consistent departmental
program also inhibited efforts at coordination. Detalled
proposals were put forth relating to: (1) formation of
policy; (2) the communication network; (3) administrative
processes; (4) improvement of staff morale.

If planning is to be really effective in coordinating
the physical development of the city, it must influence the
making of decisions pertaining to the community. In order
to do this, two way communication must be established with
the various publies and the numerous city departments.
Several recommendations were made to improve the Planning
Department's rapport with both the community and other city
departments.

In conclusion, it was emphasized throughout the thesis
that the functional organization of the staff, the allocatlon
of duties and responsibilities, lines of authority are inter-
related with and equally as significant as the problem of
recruiting and holding enough professionals.
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Thesis Supervisor
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CHAPTER I

The primary objective of thils thesls is of course the
presentation of a careful and detailed study of the organi-
zation and‘structure of the Boston Planning Agency. Since in
a2 generlc sense, however, organization is simply the structuring
of both individuals and processes into hopefully productive re-
lationships, any analysis of an existing organization such as
the Plannihg Agency must be preceded by an understanding of:

1. The necessary processgses involved.
2. The relationship between structure and process.

A. Process:

In general most devotees of city planning in America: de-
fined the term in relation to general physical obJjectlves rather
than as a circular process encompassing certain universal ele-
ments (e.g. research and date collection, formulation of goals
and standards to achleve the latter, programing of action
necessary to accomplish said goals, implementation, feedback)1
common to any attempt at rational thought. Planning was usually
for something or led towards something. Since city planning
was (and still 1s) struggling to prove its inherent worth to
communities, this attempt to identify it with value affected
images, or with latent community desires probably was (and is)
the proper strategy for its adherents to employ.

It must be realized, however, that planning, as implied
above, be it physical, or soclal, or economic, 1s only a means

albelt necessary, toward rational decision making. The associ-

1
The steps involved in the planning process will be elaborated
in later paragraphs, pp. 2-5.
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ation of adjective physical, soclal, or economic clothes the
process with both relative and flexible boundaries, obJjectlves
and techniques; but again only the process is absolute, for
without it, planning becomes fragmented and partial.
Fortunately, there 1s common agreement among those who
have attempted to isolate and categorize the steps involved
in planning. Differences do appear, but they seem to relate
chiefly to nomenclature. Professor Frederick J. Adams in his
study, Urban Planning Education in the United States,1 rather
successfully combines the universal process with the particular
aspects associated with city planning. He states:

City and regional planning deals with ways of

gulding or controlling the use and development
of land in such a way that the maximum social

and economic benefit may accrue to the people

of the community of region being planned, thru
the improvement of the physical environment.

® o e 00 0 0 00

"The relationship of design for physical
development to the soclal and economic aspects
of urban planning may be clarified by making

a distinctlion between the four phases of the
planning process: 1. Goal-formation; 2.

Survey and analysis; 3. Plan preparation; and
L, Plan effectuation. Sound physical planning
must be based on an accepted social purpose
and the determination of such a purpose, there-
fore becomes an important first step in a
planning program."

While the procedural order of the elements mentioned in
the quotation of Professor Adams on the preceding page 1s

questionable, and enumerated as they are, connote a linear

1 ,
Adams, Frederick J., Urban Planning Education in the United
States, Concinnati, Ohio: The Alfred Bettman Foundation,

T95%, p.1.
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rather than what is essentially a circular process, the factors
mentioned are essentially those which must be included in any
description of the planning process. The latter 1is both con-
tinuous and, as mentioned above, c¢ircular in nature. "Finally
planning works in a c¢yclical fashion, constantly evaluating
progress towards goal achievement and furnishing the bases for
re-examination and refinement of goals and programs through

nl

replanning.

Planning Process

Continuous
Circular in nature Survey and Analysis

Data Collection

Research
Plan Effectuation Goals
Implementation Standards
Feedback

Plan Preparation
Alternatives

1. Research and Data Collection: The bases upon which an im-

age of a city's future is projected 13 the knowledge of both
the past and present. Certainly before goals, long or short
range, are formulated, before the origination and implementa-
tion of programs, a detalled understanding of the city is
necessary. Data relating past and present socio-economic
trends must be collected and analyzed. In essence, however,
the specific character and type of research will generally be
diectated by the stage of the planning process to which it will

be applied.

1McLean, Mary (ed), Local Planning Administration (Third
Edition, Chicago; The Tnternational City Managers Association,

1959), p.46.
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2. Goal Formulation:l While the goals, which are susceptible

to the influence of government policy, relating to the physi-
cal development of a specific community are finally "set" by
the elected representatives of the people, 1t 1s the responsi-
bility of the planner to articulate these goals and to express
the means by which they can be achieved. In fulflilling this
funetion, the resources of the community must be analyzed in
terms of 1ts needs, and the established goals related to each
other, both cardinally and ordinally. Furthermore, standards
need be created which will enable city fathers to evaluate

the progress made in the implementation of agreed upon object-
ives. Utilizing these standards the Planning Department would
then prepare a general design plan. This would portray the |
image of the city, as seen by the Planning Department, and

would serve as a basis for detalled design programs which will®

1Tugwell, in the Place of Planning in Society, eloquently des-
cribes the planner's relationship to goal formulation when

on page thirty-eight he relates: "It is the destiny of the
planning agency to accept from those who define the general
aspirations, their definitions of what ought to be, to make
this definition precise and practical...in alternative ways
1f there are such - and to pass the precision to the declsion
makers with recommendations, taking it back with such modifi-
cations, wise or unwise,...and putting it together again as
coomanded.: ILater he states that the planner's role towards
the legislature and executive (page seventy-three) is "in
improving their decisions by forcing their referral to a
store of memory and tradition, by relating (them) to other
concurrent commitments, and by setting them solidly in the
matrix of expected resources for fixed time perilods ahead."
(Technical Paper 7: San Juan; Puerto Rican Planning Board,

1954) .
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emerge durlng the latter stages of the process.

Goal formulation 1s both therapeutlic and utopian. Proxi-
mate or immediate goals relating to short range development
decisliong, for the most part, are ameliorative in nature. On
the other hand, one of the most significant roles of the plan-
ner is to present viable alternative lmages of the cilty, as it

might become. Relsmann, writing in Individualilsm Reconsidered,1

describes this aspect of planning:

"A utopila, I define as a rational belief which

is in the long run interest of the holder; it

1s the belief, not in existing reallty, but in

a potentlal reallty; it must not violate what

we know of nature, including human nature,
though 1t may extrapolate our present technology
and must transcend out present soclal organi-
zation."

Iater, on page eilghty of the same book, Reismann; in commenting

favorably on Communitas by the Goodmans, relates:

"For they feel that the planner, by virtue of his
position and skill, has a responsibllity to see
not only what people think they want, or have
been persuaded to want, but what they might
want, if they know of its possibility."

The marriage of the 1deal wlth the ameliorative in an or-
dered goal system, recognizing priorities based on both the
needs of the community and its resources is essentilal if city
planning is to become a significant factor in city development.

3. Program Formulation: Once goals have been established and

ordered according to agreed upon priorities and standards have

been set which have been mlrrored in a general design plan,

1Reismann, David, Individualism Reconsidered (New York:
Doubleday & Company, 1954), p.70.
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programs can be developed and scheduled. It 1s at this stage
of the process that the general is made speclfic, that pro-
posals for the alloeation of resources (land and capital) are

nade.

4, Implementation-effectuation: Programs which are not capable

of realization result in much wasted effort. While city planning
is essentially an advisory function, the essence of the pro-

cess 1s the production of plans, which can be ilmplemented.
Various technical device52 are presently avallable to the

planner which, when accepted by the legislative branch as part
‘of the planning function, assist in the effectuation of both

long and short range plans.

5. Feedback: The comparative evaluation of actual consequences

of particular plans, and recommendations 1s essentlal 1f plan-
ning i1s to be a viable and continuous function. Commitments

made today may limit or even preclude future possibilities.

Also, 1t is realized that the "components of every planning
program are not equally determinate since more reliable analyti-
cal and predictive techniques exist for some than for others,"3
and therefore 1t 1s necessary to observe systematically the

causal relationships emanating from planned programs in order

to revise or change proposed programs.

1Hopefully after an examination of all knowledgeable alterna-
tives and projected consequences.

s
Official Map, Capital Improvement Programs, Mandatory Refer-
rals, Zoning, Subdivision Regulations, etc.

3

Branch, Melville C., Jr., "Concerning Coordinative Planning, "
Journal of the American Institute of Planners, XVI, No. 4,
(Fall, 1960), p. 1606.
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Though the nomenclature is different, the processes
generic to the/”planning process'" conveniently parallel the

actual functional divisions often assoclated with city

planning.

Process: Research Goal Formulation Program Implementation
City General Ordering of Ob- Development Current and
Planning Research Jectives Planning Project

Planning

Administrative and Technical Services

While suggestive of organizational relationships, the sim-
ilarity between the planning process and the planning function
does not necessarlly prescribe a deflinitive structure. Shortages
of personnel, additional functlons, scarcity of funds, histor-
1cal nuances may make it necessary to combine functions or
arrange the latter in a different manner than that portrayed
above. Nevertpeless, even though the administrative structure
may not exactly parallel the functional or correspond nominally
with the steps involved in the planning process, it 1s important
that the latter be incorporated within the organizational frame-
work. Since the process 1s, as described above, necessarily an
interdependent one, if exigencies prevent giving equal weighﬁ
to all of its elements, each will suffer -and the product (or

products) will lack complete integrity.

B. Organization Princlples:

While the pattern of organization in which the city planning

process is enveloped does not solely determine its effectiveness,l

1

Historical patterns, quality and quantity of personnel, morale,
and environment affect the success of the planning process
together with the organization pattern.
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certainly defects in the structural anatomy will tend to negate
the viabllity if not the integrity of the proecess. Recently
students of publilc administrationlhave criticized the admin-
istrative princliples enumerated by Gulick2 and others, sub-
stituting in lieu a conglomeration of psycho-soclal hypotheses
which derive from a behavioristic view of man.

While focusing éﬁtention on the attitudes, feelings and
motives of the actual particlpants within an organization,
Simon, Mayo, and the other administrative theorilsts have con-

tributed to an understanding of the dynamlcs associated wlth

organizational decision making. Furthermore, by questioning
3

certain obvious inéonsistencies pertaining to POSDCORB,~ Simon,
in particular, caused administrative theorists to reevaluate,
and thereby strengthen, principles which were too often taken
for granted. |

In analyzing the Boston Planning Department, certain ad-

ministrative norms were utilized, recognizing at all times

1
Simon, Herbert A., Administrative Behavior (24 Ed., New York:
The Macmillan Co., 1957), 259 p.

Mayo, Elton, The Human Problems of an Industrial Civilization
(24 Ed., Boston: Harvard University Graduate School of
Business Administration, 1946), 194 p.

2Gulick, Luther, and L. Urwick, eds., Papers on the Science
of Administration (New York: Institute of Public Adminis-

tration, 1937), 195 p.

3POSDCORB is a "made up word" derived by Gulick denoting the
varied tasks of an executive within an organization - Planning,
Organization, Staffing, Directing, Coordinating, Reporting,
Budgeting. (Ibid, p.13) -
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that certalin qualities assoclated with the planning process
and function may mitigate thelr complete applicability. As
implied above, these norms are not to be taken as infallible,
nor should they be mechanically prescribed in all situations,
but being almost the first hypotheses, 1n what is growing
science, they do provide both tools for analysis and a basis

for later recommendations.

I. Organization - a definitlon:

An organization 1s an arrangement of individuals, pro-
cesses, and functions into relationships portraying various
degrees éf authority and responsibility which will facilitate
the accomplishﬁent of égregd upon obJectives.

A. Objectives: The ends1 of an 6rganization must, if it

is to function efficiently,2 be crystalized in a clear
cut definlite manner.

1. It 1s the responsibility of the elected representa-
tives of the people to define the particular
sphere of competence, the general boundaries of
any organization, which it creates;

2. It is the ultimate responsibility of the directof
within an individual organization to refine de-
partment goals and responsibilities within the

designated policy framework.

1The necessity of having a purpose 1is axlomatic, implicit in
the words "system," "coordination," "cooperation." Without
clear objectives, an organization will tend to proliferate
into parts, and fragments, wasting time, skill and resources.

2Effic1enty in terms of morale, productivity, achievement of
goals.
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B. Locus: Within the context of a larger organization
(such as a city government) containing many subunits,
in order to insure a coordinated application of effort,
both the horizontal and vertical relationships existing
among the various subunits should be defined formally.
C. Internal Structure and Administrative Processes: |
1. Coordination1 through structure: Structure refers
to the formal allocation of authority and responsi-
bility which in effect govern the relationships
between participants in an organizatlon. Due to
the need for effective coordination of both in-
dividuals and functions, structure is most often
hierarchicalin nature, providing for the flow of
authority, information, and materials. |
a. Unity of Coomand: Generally there should be
lines of authority running both upward and
down, with ultimate responsiblility vested
in an individual at the apex of the structure.
Each individual should know his immediate
superior and for whom he, himself, is res-

ponsible.

1In effect, coordination 1s snyonomous with control. It is
necessary in order to avoid duplication of effort, and over-
lapping or omlission of responsibilities. Professor John Gaus
in Frontiers of Public Administration refers to coordination
as "the task of obtaining active consent of these persons...
through the careful allocation of functions,the cooperative
evolving of working policy,...making available of relative
knowledge, the determination of priorities in processes and
activities, the delimitation and focusing of efforts and re-
sources, and the recrulting and canalizing of the ideas and
energies of the persons in the organization. (John M. Gaus,
et al, The Frontiers of Public Adminigstration, Chicago:
UniversIfy of Chlcago Press, 1936, p. 69.)
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b. Any function within the legal sphere of com-
petence of an organization and necessary to
carry out its objectives should be assigned to
a subunit within that organization. AProvisions
should also be made for adequate administrative
and housekeeping services equal to the needs of
an organization.

¢c. The allocation of functions ﬁithin an organi-
zatlion should give due weight to the processes
involved in fulfilling them. In effect, no
single function should be assigned to more than
one section. Furthermore, résponsibilities al-
located to any sectlion should be clearly defined
and commensurate with the authorilty, personnel
and resources gfanted.

d. Responsibilities allocated to individuals should
also be commensurate with both authority granted

| and the skills or-capacity of the personnel in-
volved. Positions of varylng degrees of responsi-
bility should be created which correspond to the
work load asslgned an organization. Naturally
equal work should beget equai benefits.

e. Span of contrbl: The number of individuals or
sections reporting to the next level of the hler-
arcly should not be so large as to interfere wlth
work processes, nor so small as to cause a proli-

feration of supervisors. Varilables which should
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be considered are: (1) caliber of the super-
visor; (2) the work load assigned to both super-
visor and those being supervised; (3) the degree
of discretion desired; (4) the intensity and fre-
quency of the interruptions required.

f. Consistent with the permissible span of control,
there should be as few ievéls of actual vertlcal
hierarchyas possible, so as to permit decentral-
l1zation of declsion making. ‘ ’

2. Coordination through Process: If the administrative
structure is constructed properly, it will faCilitaté'
certain activities or processes which are qﬁite’neces-
sary 1f an organlzation is to achleve bothits princi-
pal internal function; coordination, and its external
objective; the goals set for it by its creators, in
this case the legislative branch.

a. Planning for Planning: It is the ultimate respon-
s1bility of the top hierarchyto subdividel the -

ma jor goals of an organization into Sub—goals,

and then assign them to the various components of
the organization. Planning for planning lnvolves
determination of structure, allocation of person-
nel, and responsibility for the development of
procedures facilitating coordination. Stated

another way, "the function2 of an executive or

1

This process 1s described in Chapter twenty of the book Public
Administration written by Herbert A. Simon, Donald W. Smithburg,
Victor A. Thompson (Alfred Knopf, N.Y., 1950).

Appleby, Lawrence A., The Human Element in Personnel Management
(Washington: Soclety for Personnel EdmInIstratlon, 19%1), p.1l.

2
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supervigsor 1s to determine specifically what he
desires to have his organization accomplish (with-
in the general purposes assigned by the_legislature);1
to measure accurately how well 1t 1s being accom-
plished; and to develop and prbvide adequate methods
for bringing present organization performance up to
the level required for complete accomplisﬁment of
objectives."

1. It is the responsibility of management to de-
fine internal policy in clear and conclse terms.

2. It 1s the responsibility of management to al-
locate responsibilities and provide the means
(authority), personnel, materials) so that
policy obJjectives may be achleved.

b. Communication: Provislons must be made for the circu-
lation of information, the channeling of reports, mem-
orandum, the flow of ideas and orders in any well
functioning organization. In essence, the communica:
tion network 1is but a series of formal and informal
linkages between both different individuals and
various sections within an administrative structure.

A well functioning system will assist in:
1. clarifying of obJectives
2. understanding of the specific work program
3. identifying individual obJectives with those
of the organization

4. confirming the line of authority

1The words within the parenthesis are the author's.
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5. coordinating the work of individuals, and

sections.
¢c. Democratic Leadership: Given a proper communi-

cation network functioning within a well formu-

lated administrative structure, the executive

or director should draw on the ldeas of each 1n-

dividual within his department. Policy infor-

mation through the utilization of the procedures

associated with a proper communication systemv

such as staff-meetings and conferences should be

a collective effort, with the executive belng

the final arbiter.1

1. "Efficiency as an end is an evil, but as a bi-
product of good morale 1t is a Just raward.“2
Good morale emanates from many factors some
of which are:

a. An employee should be able to feel that
he is a vital part of an organization;
he should be able to identify his profes-
sional behavior, and his professional
goals with those of the organization.
Personal identlity with the agency will

lln order to be a successful director, one must have the ability
to coordinate groups of speclalists, and act as a catalyst within
the organization in stimulating the flow of ideas and information.

2 T
Ibld, p. 11.
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be enhanced through allowing the individual
staff member to participate in structuring
the goals and the programs of the agency.l

b. Good morale ls abetted through a well
structured organizatiog which facilitates the
coordinative efforts of many individuals.

‘¢. Good morale is expedited by a sense of achieve-
ment. Individuals working in an institution-
al environment must be made aware of the or-
ganization's results. In addition an aware-
ness and understanding on the part of both
the public and the politiclan of the need for
planning will facilitate the achievement of
good morale.3

d. Standards of Performance: Criterla should be
avallable in order to evaluate the perform-
ance of an individual within an organization.

This 1s necessary both from the standpolnt

of productivity and morale.3

1The studies of Mayo and others have indicated that democrati-
cally centered leadership with the executive acting chiefly as
a catalyst produces the most productive staff relatlionships.

2The communication network should parallel and confirm the hier-
archy.

31Tn addition to this, I have tried to establish the thought that
good morale is an indication of sound human relationships and
that the best way to builld morale on the part of an individual
worker 1s to clarify what he or she 1s to do, to reach an agree-
ment as to when the Job is well done, to periodically strike a
balance sheet with that individual indicating where he or she
stands in the opinlon of the management, and to provide each in-
dividual worker with a personal improvement program indicating
the help required, the source of that help, and when it is to be
given." (Ibid, p. 11.)
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The "benchmarks" listed above are not intended to suggest
a complete enumeration of all available admlnistrative princl-
ples. They are, however, a carefully selected, internally con-
sistent set of norms which together with the components neces-
sary for the success of the planning process, described eariier

(pp. 2-5)provide a stage on which it 1s possible to analyze the

Boston Planning Department.



G R G A NI Z A T I ¢ N

Creation LEGISLATION
1
Ceneral objectives : Goals
] 1
: Individuals
0 Processes
rganisation : Funotions
1
Functions
£ tion Control-Codrdination
:1a§§§ng ( g?iiﬁgmdamﬁca ! Etructure Administration
planning Procedures Activity
Achlevement
Result




Page 17

CHAPTER T™WO - An analysis of the Boston Planning Agency

In essence, while increasing the breadth and latitude of
the planners' concern can be debated, general acceptance of
what may be called the "core” functions or urban planning sup-
port the localization and identification of the latter within
an administrative framework. The proper place and institut-
ional setting for the planning function to manifest itself
within an urban area, however, is still a subject open to doubt.
Whether or not the above mentioned responsibilities are located
in: (1) a private group composed of interested citizens; (2) a
semi-independent planning department headed by a commission;
(3) each 1line department of the municipal government; (4) a
department whose director is lmmedlately responsible to the
Mayor; (5) or a directive body outside the existing institut-
lonal framework, willl affect not only the image and role of the
planner but quite obviously hls techniques for effectuating the
products of his efforts. '
A. Boston Planning Board:

Presently, responsibility for city planning in Boston 1is
located in a Board composed of nine lndividuals selected by
the Mayor to serve for a perliod of six years.

Ordinance of 1952, Chapter 4:
"There shall be in the city a
department, which shall be under
the charge of a board, known as
the city planning board..."

Like the many earlier ordinances creating commissions in
other cities,the 1952 ordinance, which amended and redefined

the powers of the Board, attempted by leglslation to insulate
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the planning function from the influence of politics. Witness
the following provisions:

1. Overlapping and lengthy terms: "On or before Septem-
ber 1, 1952, the mayor shall appoint nine planning com-
missioners to hold office for terms commenclng Septem-
ber 1, 1952, and expiring, in the case of three com-
missioners, two years, in the case of three other com-
missioners, four years, and in the case of three other
commissioners, six years, respectively, from May 1,
1952. As the term of any planning commissioner so ap-
pointed, or of any subsequent planning commissioner
expires, his successor shall be appolnted by the mayor
for a term of six years." Thus, as 1is easlly seen,
after the terms of the original appointees under the
charter have expired, new commissloners will serve a
full six year term, with three members retiring every
two years. Since the term of the Mayor is set at four
years, he may, during his initlal stay in office, ap-
point six members of the Board (three during the first
two years and three during the last two).

2. Appointment of Chairﬁan: Unlike many other municipal-
ities, the city planning board and not the mayor shall
elect "one" of 1ts members as chalrman and another as
vice chairman.

The charter also regulates the professionall quali-

fications of at least five members of the Board.

1
Being a woman by implication is somehow related to having a
professional background.
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"...0f whom at least one shall be a registered profes-

sional engineer, one a registered architect, one a

landgcape architect, or city planner, and one a woman."
Presently the nine members selected by Messrs Curley. Hynes,

and Collins are (March 1, 1960):

Professional Background Term Explrin
H. Daland Chandler Architect May 1, 1960
Edward C. Keane 1 Civil Engilneer
Timothy J. Regan, Jr. Boston Edison, V.P.
Carl Dreyfus Insurance May 1, 1962
Margaret Divver John Hancock, EXxec.
Frederick A. Davis Monument Co.-Director
Harry Keefe Architect : May 1, 1964
Robert MeClellen Real Estate-Law
James F. Kelley Insurance

Internally there are three standing committees: Personnel,
Public Relations and Budget,which are concerned mainly with ad-
ministrative questions. From time to time, however, as special
problems arlise, ad hoc groups are formed by the chairman, but
there are no study groups paralleling the major planning functions,
or processes.

According to its by-laws, the Plannihg Board meets approx-
imately twice a month, with informal meetings orlented towards
a specific agenda scheduled periodically throughout the year.
Analysis:

The board, being an unpald lay group, meeting only twice a
month 1s not susceptible to the same type of structural analy-
sis which will be later applied to the department. As defined
both by charter and historical prescription, the board's functions
are the following:

1. To define the goals and subsequent policy of the

Department.

1 chairman.
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2. To interpret the planning function to the public-
ambassador

3. To act as a client vis-a-vis the staff

To protect the planning function and process from

the "evil" machinatlions of the politician.

5. To providea 1iBison between the cltizen and the
expert

Defining goals and subsequent policy: The Boston Planning Board

has not fulfilled this function to any significant degree. What-
ever achievement towards the formation of long range goals and

programs that presently exists has emanated from within the de-

partment. At times the board1 has Instigated particular studies,
but the latter have been mainly the result of pressure elther
from the Mayor or outside interest groups.

Considering the fact that the Board as mentioned above,
only meets formally twice 2 month, and also that individual mem-
bers are involved with their own professions, 1t is very problem-
atical whether the Board, even if it so desired, could possibly
define a conslistent set of goals or policles. Furthermore, the
"real" interests of the community never were defended by a broadly
representative membership on the Board. The Charter regulates
the professional qualifications of at least five members of the

board. The remaining individuals are presently, and have been

1It 1s difficult to document the above, but the conclusions are
based on a series of interviews both with members of the staff,
the board, and Ilnformed outsiders.
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in the past, representative of diverse commercial and fin-
ancial 1nterests.1 Conservativg in character, hesitant by
nature, the board has certainly not innovated any bold new
ideas. In fact, as implied earlier, its role has been chief-
ly confined to that of a censor, with most planning projects

originating at the staff level.
Role as ambassador: Probably the most significant role the

Planning Board could fulfill would be that of a collective
ambassador representing the planning fﬁnction,in Boston.
With the status and prestige accruing to individual members
because of thelr identity with successful commercial enter-
prises and responsible professions, present board members
could, if they so desired, promote a better understanding,
at least among those members of the power elite—;political,
commercial, financial, of the planning process and function
within the city. This role has been neglected, if not sub-
verted by the present board. Both public and private state-
ments of many of the commissloners have shown a lack of in-
sight and understanding of even the rudimentary aspects of
city planning. No doubt, the role of interpreter has been
usurped by such civic groups as the Chamber of Commerce, and
the Mayor's Committee of One Hundred.

Role as client: As will be seen in many of the follbwing'para—

graphs, it is doubtful whether the planning board, as it has

1Unlike the Board of Zoning Adjustment and Zoning Commission
there is no legal requirement to appoint a union member or
an individual representing either soclal or welfare groups
within Boston. ’

%he support of these groups is welcomed. However, serving as
an interpreter of a public function, voluntary groups often
lack the desired continuity or the necessary disinterest.
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functioned in Boston, has served as the "embodiment of the
client,"’ the people 1iving within the city. Certainly, the
groups represented on the Board do not mirror the community
at large, nor has the Board, in fact, contributed to the ful-
fillment of any of the bagic roles usually attributed to a
client such as the generation of mutual trust, common object-
ives, and confidence between itself and the staff.2

Board as a buffer: Protecting the Planning function and pro-

cess from the influence of poliltics:

Perhaps the primary motivation for locating ultimate
planning responsibilitlies in a semi-independent board composed
of lay individuals was the fear, on the part of the proponents
of planning, of the politician. Conceding for a time that
there is some validity in the thesis that planning should be
separated from the "evil" machinations of the politicilan, the
question may be asked, Just how insulated from politics is
the Boston Planning Board? Based agaln on a seriles of inter-
views with the Staff and Board plus an intensive analysis of

newspaper morgues, it has been concluded:

1l

Adams, Howard, and Greeley, Report to the Board of City
Planning Commissioners, City of Los Angeles on_the Los Angeles
City Planning Department (Cambridge: Adams, Howard and Greeley,

1956), p. 110.

2The author doubts whether the planner needs an identiflable
personalized relationship similar to that existing in other
professions. Certalnly, the planner's client should be the
whole city. However, if personification is necessary, the
Mayor, representing as he does the whole community, seems far
superior to a commission or board, which 1s not subjected to
control by the people through the elective process.
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1. That most board members are appolnted not because
of their general knowledge or interest in planning,
but because of thelr political relationships with
the presenﬁ or past Mayor;

2. That most major decisions which the Board does make
regarding policy are dictated, not by planning con-
siderations but by "politics."l For example, both
the appendage to the parking study supporting the
underground common garage, and the present delay in
releasing the Adams, Howard, and Greeley Report per-
taining to the government center were dictated by
political considerations.

Relations with the Staff: Descriptive words such as ossified,2

conservative, dull, were used to deseribe various board members
by individuals interviewed on the planning staff. On the other

hand,3

according to individual commissioners, planners supposed-
ly are impractical, politically naive, and devotees of the
ivory tower. Whatever the adequacy or relevance of the above

descriptive phrases, they do portray a serious lack of under-

1
In stating this fact at this time, no value Judgments are made.

2Those board members interviewed were reticent to express opin-
ions about the staff. Therefore, the adjectives descriptive
of the staff are the result of my own inferences received
from a combination of interviews with commissioners and staff
members (what staff members think board members think of them
was held to be a very lmportant indication of the failure of
strong communication between the two).
3Over 80% of the professional staff felt strongly the Board
impeded rather than facilitated the planning functlon.
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standing and communication between the lay board and the pro-
fessional, which is detrimental to the planning function in
Boston.

Several steps have been taken such as allowing staff mem-
bers to present their own reports to the Boafd to amellorate
the difficulties between Board and staff, yet much remains to
be accomplished. One of the major problems has been, and still
is, the inability on the part of the Board to create a contin-
uous framework of policy. This condition has allowed the
staff a degree of independence which the Board realizes 1is
necessary but at the same time it seems to resent. ’In effect,
this 111 feeling is illustrated when staff reports are being
reviewed. Instead of a presumption of valldity attached to
technical studies, the latter, when finally reviewed, are_often
subjected to detailed "screening," which at times relates even
to the most insignificant items.

Once again, the major difficulty 1s the breakdown in com-
munication between individuals on the board and the profes-
sional. Of course, responsibility for creating understanding
does not wholly lie with the commissioners. Certalinly, it
behooves the planner, who is often times politically naive, to
understand and relate his studies to political realities.
Furthermore, if the planning process is misunderstood, it is
partially the fault of the professional, whose superiority
complex often resulting from his collegiate background often
times prevents him from explaining technical proposals in lay

terminology.

Even, however, if the above problems are remedied, proced-
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ural and political realities imposed on the board prevent
anything but a superficlal rapprochement between the planner
and commissioner. Qulite specifically, appointments are gov-
erned by, as described above, political relatlonships, which‘
have falled to give due recognition to necessary expertise.
Furthermore, the board being conservative by nature has been
reluctant to approve or initiate innovations. Finally, a
part time Board, meeting only twice a month, finds 1t very dif-
flcult to consider and discuss all the matters it is respon-
sible for according to legislative definition. As a result,
many completed staff-studies such as the Central Business
Report slated for review are tabled for many months. This
procrastination does not noticeably assist in malntaining
good relationships between board and staff. |

Recommendatlons:

1. The planning board as presently constituted is an un-
necessary and expenslive relic. In its place should
be substituted a Director of Planning at the head of
a2 Planning Department immediately responsible to the
Chlef Executlive. This type of structure would, in
essence, allow a clear cut line of communication to
the points of real decision making within the com-

munity.
2. The present planning boardl should be reconstituted

1This is the proper place for an unpald board with responsi-
bilities such as defined in the sentences below. In effect,

the council's direct concern with planning 1is sporadic and
generally not on a day to day basis. Its role should be
confined to review of proposals (besides being the final de-
terminer of general planning responaibilities%. As proposed

the new Planning Advisory Board would provide the council with

a careful examination of the department proposals plus alterna-
tive recommendations if it should so desire to submit any

(thus assuring analysis by a group independent of the executive).



Page 26

as an advisory arm of the Planning Department and

the Counclil. Its membership should be expanded so

as to include representatives of labor and varlous
social welfare groups. Also the board should be
given enough funds to employ either a qualified part-
time consultant or a small staff.

3. 0fflcial proposals of the Planning Department should
be submitted to the Planning Board for review before
presentation to the Counclil. However, the Board
shall have no legal authority over the Department.

Elaboration:

"The chief problem in this development (im-
proving the planning process) is to get such
-agencles attached closely to the political
leadership, so that they particlipate natural-
1y in the poliey process as trusted and in-
dispensable aids to that leadership and not
as erratic particles following their own
whims or as_rival claimants to public
attention."

It has become readily apparent that an unpaid citizen board
composed of individual members,each having his own vocatlon,
has not been able to give the necessary time nor acquire the
special collective knowledge, or degree of independence (of
thought) required in ofder to insure the success of the planning
function. ‘

That politics permeates the board's activities 1s not in
and of itself a negative valuation. Politics devoid of its

emotional connotation is, within a democratlic society, the

1Gaus, John M., Reflectlons on Public Administration (Montgomery:
University of Alabama Press, 19%7), p.142.




Page 27

primary means through which community declsions are made,
priorities decided, and resources allocated (encompassing in-
dividual or group discussion, negotiation, persuasion, com-
promise). Although the election of officials manifests one
of the most important aspects of political activity, it is
only part of a whole serles of individual and group actlons
‘leading to the making of a decision in a soclety which negates
force as a choice mechanism.

Since planning ahd politics are compatible,2 the question
is - where the planning function will have the most effect
on political decision making.3 As Norton Long so aptly
states,u "Plans are poliéies and policies, in a democracy at
any rate, spell polities. The question 1s not whether planning
will reflect politics but whose polities will it reflect.”

1ps deserived above, the political process 1s essential (as a
complement) to the planning process and function, if both the
latter are to become essential and viable aspects of govern-
mental activity.

2"Public policy is being formed as it is being executed, and it
i1s being executed as 1t is being formed. Politiecs and admin-
istration are not two mutually exclusive processes; they are
rather, two closely linked aspects of the same process."
Maass, Arthur, Muddy Waters (Cambridge: Harvard University,

1951), p.3.

3P1ac1ng responsibility for planning in a board does not, as was
seen, separate planning from polities. The board has certainly
been susceptible to political influence. However, because of
the lack of communicatlion between board and staff, and the lack
of a defined relationshlp between the professional and the Mayor,
the staff 1s on one hand often times 1solated from political
realities, and prevented from influencing day to day decisions
made by line departments.

4Long, Norton, "Planning and Politics in Urban Development,"”
Journal of the American Institute of Planners, XXV, No. 4

(November 1959), p.168.
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The present Mayor, in what 1s now referred to as the meeting
of "January the eighth," had temporarily decided the question.
Staff decisions pertaining to most areas within the competence
of the latter will during the Collins' regime circumambulate
the Planning Board. While this will, no doubt, bring the
planning function closer to the Major, it should.only be a
transitional step before the department 1s made fully respon-
sible to the executive.

In essence, while proximity to the exeéutive is not an ab-
solute necessity in other communities,1 in Boston 1t 1s essent-
1a1.2 On November 8, 1949, Boston voters adopted a charter
providing for a "strong mayor" type of government. With both
extensive appointive and removal powers and leverage over the
budgetary process, the mayor has effective control over actual
policy formation, and most administrative departments. There-
fore, if the planning function is to influence major policy
decisions and if it 1s to succeed in coordinating and synthes-
izing department plans which relate to the physical develop-
ment of the city, its location should be as close to the point

of real decision making as possible, the office of the Mayor.

1Quite appropriately, the locus of the planning function has in
the past and will in the future vary according to the political,
social, and economic conditions which exist within a community.
2In a community which is intent on disregarding the planning
function, neither the board nor a department %responsible to
the executive) will function adequately. However, in a com-
munity which regards planning as essentlal, a department
responsible to the Mayor is far superior than a Board.
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3 will hopefully 1inject new

Proximity to the chilef executlve
political realism into the planning process avolding the pre-
sent ambiguities emanating from its present relation to a
board, which although theoretically created to avold politics,
has created a political environment of 1ts own and at the same
time separated the techniclan from the political mainstream.
The fear that new administrative responsibllitles result-
ing from the above recommendations may divert the planner 1s
a danger inherent in any type of organizational arrangement,
although admittedly more probable in the one suggested above.

nl

Planning, itself, is presently in an "imperialistic”™ stage

and the difficulties referred to are as much created by the over

1Partia1 recognition of the necessity for relating the
planning function to the Mayor 1s, in fact, exemplified in
certain provisions of the Ordinances of 1952, Chapter 4,
(City of Boston, Document 52). For example:
"There shall be...nine planning commissioners
appointed by the Mayor." .
"...no person shall be appointed director of city
planning without the approval of the Mayor."
"No board or officer of the city or county having
power to incur in carrying on work of department...
shall request the Mayor to originate any appropri-
ation...for any capital improvement unless within
the preceding slix months such board or officer
has referred such capital improvements to the clty
planning board and requested said board to report
specifically on such Capital Improvements and
accompany the request to the mayor with the report
of said board." (Mandatory referral)
"The city planning board shall...prepare...a capltal
improvement program...and submit such program with
its report and recommendations pertaining thereto,
to the Mayor."
However, other provisions stated in earlier paragraphs in this
thesis allow the Board a certain independence which, in effect,
disregards certaln valued administrative precepts such as unity
of command, coordination, and confuse the locus of planning
responsibilities. ,

2Meyerson, Martin, "Buillding the Middle Range for Comprehenslve
Planning," Journal of the American Institute of Planners,
XXII, No. 2 (Spring 1956), p.5b.
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eagerness of the professional as they are from "outsiders"”
imposing new tasks on the planner. Should the commission be
abolished, several procedural mechanisms could be built into
the new administrative relationships which would assure the
integrity of the planning function. However, rigid restrict-
lons on the scope of the planner are presently unwarranted,
since planning 1s as yet a relatively young profession and
needs a wide range within which it may, itself, define and re-
define its functions as new technical tools are developed and
knowledge 1s expanded.

Somewhat related to the problems pertalning to the expanded
responsibilities of the planner 1is the supposed conflict between
the functions of the planner and those of the administrator
which will emerge once the present board-staff relationship is
abolished. Fear is often expressed that the planner will be
subverted by the short range perspectives of the administrator.
Once again, administrative mechanisms can be built into any
type of organization which will guarantee at least, in part,

a degree of professional independence. However, any real
rapprochement between the planner and the administrator will

not be based on legislative prescription but on mutual respect
for one another's integrity engendered by a portrayal of profes-
sional competence.

In conclusion, Boston is a city in crisis. Decisions are
being made pertaining to the physical development of the city,
which are committing scarce community resources. While adminls-
trative relationships alone will not determine whether planning

is to influence the allocation of land and capltal, location of
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the department in proximity to the Mayor with clearly de-
fined relationships to the rest of the administrative
structure certainly will faclilitate the implementation of

planning proposals.
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CHAPTER THREE - Analysis of the Planning Department - Structure

Decisions pertaining to the physical development of 2 com-
munity are subjected to the vagaries of the market and 1its
complement, the political process. Planning is, therefore,
relegated primarily to an advisory role, hopefully serving
through its place in the institutional setting both the actors
participating in the market and the individuals or groups en-
gaged in the political process. If the planning functlon 1s
to succeed, it must not only be located néar the locus of
government decision making, but it must contain within itself
all the generic processes described earlier--research, goal
formulation, programing, implementation. Briefly, neglect of
any one of these processes would negate the planner's claim
that his is an essential function. Without the data collected
and synthesized during the research stage, planning recommend-
ations lack the validity usually granted to the work of a
techniclan.

A consistent goal hiererchy is necessary if decislion making
is not to be left to mere expediency, leading to a prolifer-
ation of actions aiming in the vernacular "nowhere." Providing
the 1link between long range goal formulation and implementation
is the responsibility of what is referred to above as program-
ing or the scheduling of projJects, and actions, which will
achieve the desired planning objectives. Finally, if planning
is to be successful, 1t must influence decision making. With-
out the successful implementation of recommendations, planning

becomes ivory tower and sultable only for the college class-
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room. Implementation 1s alsoc necessary to the integrity of

the process itself. Without 1t, an examination of the actual
consequences of recommendations is impossible and goals, alter-
native progress cannot be revised or reevaluated and therefore
lose thelr vitality.

While the process should be looked upon as sacrosanct, its
structural adaptation when combined with defined planning
functions 1s quite flexible and dependent upon the particular
needs of the individual community, the quantity and quality
of personnel et cetera. In general, however, planning is con-
cerned with four definite levels of activity which parallel

the generic process.

Activity Process
Research Research
Comprehensive Planning Goal Formulation
Development Planning Program Planning
Project Planning Implementation

Utilizing the above as a general gulde, a planning agency
may be organized on the basis of purpose, process,1 clientele,
geography, or what is more likely a mixture of two or more of
these elements.

Major Purpose Functional differentiation-time Minor Process

1. Long Range Planning Division o Land Use
2. Development Planning Division Circulation
3. Short Range Planning Division Communlty Facilities

1Process, here, pertains to specific technical skills, special-

ized knowledge, not to the general steps related to rational
decision making described earlier.

2
As used above, development planning is synonomous with program
planning. It would basically consist of the scheduling of pro-
posed projects which deal with the physical development of the
city.
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Major Process: ; Minor Process:
1. Land Use Planning Long Range
2. Circulation Planning Development Plan
3. Community Facllitiles Short Range

4, Administrative Services

Major Geography:l

1. Area Planning Subdivided by

2. District Planning any of the above

3. Project Planning

In effect, it 1s obvious that the substantive relationships

among the various planning functions are many. Finally, while
an organization can be structured internally in many ways,
giving major emphasis elither to purpose or process, the generic
process must be fully integrated with the various planning
functions and the latter must, 1f planning is to meet the needs
of the community, contain all of the elements necessary to the
ideal of comprehensive planning (Research, Comprehensive or
Long Range Planning, Development or Program Planning, Project

Planning) .
Exlisting Structure:

It is realized that many external influences-political,
economic, and soclal-affect the internal structure of any organ-
ization; and that organization must be able to adapt to the
changing quality and quantity of allocated personnel. However,
organizational flexibility should not be systematized to the
extent that coordination is impossible and the planning function

impeded rather than facilitated. Within the next few pages, the

1Interrelations could obviously be carried beyond even this
point, finally encompassing all the major types of organi-
zation.
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structure of the Boston Planning Department 1s analyzed, apart
from the quality and quantity of attached personnel, leader-
ship, and management processes.

At the apex of the present structure of the Department is
the Planning Administratorl with a Director immedliately under
him. The staff is presently divided into four divisions, three
organized on the basis of major purpose with the basic differenti-
ation related to time, and the fourth primarilly a process di-

vision (Housekeeping and technical services).

2
Ma Jor Division Time Purposes Personnel Sub-Section
1 Long Range Comp.Planning 9 Goal Formulation

System Planning
District Planning

Research 5

2 Long Range Reglonal Planning 8 Regional Center
Transportation
Graphics
3 Intermediate Community 6 Area Planning
and Short Planning Project Planning
Range
4 - Administration 8 Clerical and
. Administration
36

Since 1958, the major emphasis in the general work program
has shifted from current to long range planning. Of the twenty-
nine staff members actually technically engaged in planning

responsibilities, seventeen are dealing with the distant future

1The position of Planning Administrator grew out of the major
administrative reorganization in 1957, and 1is not found in the
ordinance of 1952 or 1954.

5 B
Actually the total number of personnel is 35, since one of the
Chief Planners directs both the Comprehensive Planning Dlvision
and Research.
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while only six are involved 1n what may be called short range
planning. As the chart (preceding page) portrays, of the remain-
ing six individuals, four (five, if the Chief Planner 1s con-
sidered to be both in research and comprehensive planning) are
located in research and two in administration. The Collins!
budget (Mayor 1960-?) for 1960 provided for thirty-three

gtaff positions, of which due to resignations and the present
"no hire-no fire" policy, four are now vacant (two chief
planners and two principal planners). Due to these unfilled
positions, the Administrator has decided (at the time of this
study) to divide the personnel assigned to regional planning
between comprehensive planning and community plzau:m:tng.1

Division Analysis:

The most serious weaknesses assoclated with the structure
of the Boston Planning Department are:
1. Lack of proper coordination
2. Failure to give due recognition to the integrity
of the planning process.
3. Fallure to define adequately the functions of
each section
4, Improper allocation of functions, which has im-
peded the success of the planning process and the
achievement of the specific obJjectives of individ-
ual divisions (where defined). Furthermore, mis-
placed functlions have hindered the processes assocl-

ated with the overall coordination of departmental

1Since the decision has not yet been made formal, the organl-
zation chart portrays the structure as 1t presently exists.
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activities.
The criticisms enumerated above should become obvious after
a brief description and analysis of the general responsibllities
assoclated with each division.

Comprehensive Planning and Research:

This division has primary responsibillity for: (1) develop-
ment of long range goals and objectives for Boston; (2) con-
version of these goals into a two dimensional comprehensive
plan; (3) development of standards to achleve the latter. Two
other general functions have been assigned to this division:

(1) maintenance of the library; (2) the capital improvement
program. Finally, due to the apparent lack of a competent chief
planner, the research staff has been combined with the compre-
hensive.

Reglional Planning:l

The planning responsibilities of thls division have been
defined as relating primarily to the inner belt and ancilliary
areas (exclusive of residences), which are, in effect, region-
ally oriented. In more concise words, regional planning per-
tains to long range planning for "activity" areas and for
transportation faclilities withln the city that are of general
regional significance. ProjJect plans are also prepared for
designated (non residential) renewal areas. Completely unre-
lated to the former responsibllity or the latter, the person-
nel responsible for graphlcs are located within this division.

1

Together with the Community Planning and the Administrative
Division, the Reglional group is often called upon to analyze
referrals.



ALLOCATION OF PERSONNEL AND GENERAL OUTLINE OF STRUCTURE
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> Sec.
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o

CPA
CcP
PP
SP

JPA
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PA

1 CPA 1 CPA
1 PP 1 PP
1 8P 2 8P
1 JPA

JP 1 JP 3 JP

PA 2 PA
5 9

- Chief Planning Analyst

- Chief Planner

- Principal Planner

- Senior Planner

- Planning Designer

- Junlor Planning Analyst

- Junior Planner

- Planning Illustrator

- Planning Assistant

2 SP
1 PD

2 JP(1pr1
2 PA( )

8
Technlcal Staff

20 members

1 CP
1 PP
2 SP

1 JP
1 PA

6
Entire Staff

37 (if the Chief Planner
presently directing both
comprehensive planning and
research is to be counted
as two individuals); other-
wise only 36 members.
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Community Planning:

The personnel of this division are given the basie respon-
sibility for the preparation of urban renewal studies including
general area wide plans, specific project analyses, and actual
design of project areas. . While all of the other groups are in-
volved, when necessary, in external relations with individuals,
organizations, other departments, in order to seek pertinent
information, by necessity due to the nature of their work the
Community Planning Division 1s in continuous assoclation with
the public at large and the various departments and agenciles
within the local government. Finally, a good proportion of the
man hours of individuals within this division is devoted to a
design analysis of referrals quite independent of renewal.

Administration:

The administrative division consists of the clerical staff
and two members from the technical personnel.

Secretarlial Staff:

1. Typing

2. Reproduction of material

3. Clerical services to the Planning Board,
Board of Zoning AdJustment and Zoning
Commission

4, Administrative services such as the
requisitioning of supplies, etc.

Administrative Personnel:

Analysis and processing of referrals
Processing of Zoning Petlitlons

Routing of Direetives, Technical Reports
Preparation of budget, maintenance of
personal records

. Final control over reproduction of maps,
reports, and purchase of materlals

U =0

No formal provisions are made in the charter for the analysis

of either the existing zoning regulations or proposed revisions.
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This is done, however, primarlly on an informal basis through
agreement with the Board of Zohing Adjustment. In essence,
the Planning Director has géneral responsibility for directing
the study of zoning petitions and revisions. (When necessary
the time of one or two staff personnel is utilized).

General Analysis with Recommendations:

The existing organization, on paper at least, portrays an
adequate hierarchicalstructure. The line of authority runs
directly from the Planning Administrator through the Director
to the various dilvisions. At the head of each division, ex-
cept the administrative, is a chief planner responsible for the
coordination of his group.

The number of individuals reporting to each Chilef Planner
varies from twelve in the comprehensive planning division to
8ix in community planning. Within the various working groups,
little attention 1s pald to formal hierarchy(therefore below
the level of Chief Planner,the traditional administrative
concept of the "chain of command" is at least partially negated).
For example, the staff members assigned to comprehensive planning
are divided into several teams, each one involved in the prep-
aration of one component of the general plan. Technically
lower grade persoﬁnel from one team may durihg the many phases
of thelr work report directly to the Chief Planner, which may,
in effect, mean the bypassing of a higher scalar position in

another subsectlon within the same division.

Chief Planner

Senlor Planner

Junior rlanner

Planning Assistant Planning Assistant
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This variation from formal administrative theory is both
necessary and proper: (1) the different processes involved be-
fore projects are completed which require team effort; (2) the
present lack of an adequate number of well-trained personnel.1

Recently, in order that a firm set of goals and standards
could be derived, emphasis (at least relating to the allocation
of personnel) has been put on the comprehensive planning divi-
sion. This is essential if the other middle range and short
range responsibilities are not to be reduced 1in solution to
mere expediency. However, in order to free the staff present-
ly allocated to combrehensive planning from cénstant inter-
ruptions and many extraneous tasks related to the operation
of the library, it is recommended that the operations connected
with the library, be transferred to the Administrative Division,2
Housekeeping Section. Furthermore, it 1s also proposed that
the research functions, also presently located in the Compre-
hensive Planning Division, be assigned to an independent div-

ision. This is necessary if research is not to be submerged

by the major purpose of 1its pre§ént division, comprehensive

1However, should the staff expand, it is recommended that the
hierachical structure be formalized to some extent, by recog-
nizing different supervisory relationships according to
scalar position. This is necessary in order to insure intra
division coordination and 1limit the number of individuals re-
porting to any one supervisor. :

2Eventua11y, a librarian should be employed to devote full
time to both the library and the general files. (The
position would be located within the administrative division).
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planning. In effect, research must be recognized both as a
necessary component of the generic planning prdcess and a
necessary ald to the defined planning functions.lv

The regional planning division has been engaged in acti-
vities which rightly belong to the comprehensive planning unit.
By definition (p.37), 1ts responsibilities parallel if not
overlap many assigned to the latter division; Conflict has
also engendered with the community planning group because of
the anomalous responsibilities allocated to the regional divi-
sion relating to urban renewal (basically reuse planning for
project areas of regional significance). Another 1ncongruity
is the location of the graphics section within the regional
planning division. Expertlse pertalning to the presentation
of reports, reproduction of materials, graphic displays, is
a skill which should be readily avallable to the whole depart-

ment. Location of these technical processes within one specil-

fic dlvision has confused the relationships to both the planning

1
The original program allocated to the personnel engaged 1n
research has recently been diminished due to budget cuts. If
planning 1s to benefit from both the prescriptive and pro-
Jective benefits accruing from adequate research, the latter
must remain both a viable part of the planning process and
function. When staff expansion 1s permitted, a competent
soclologist and political scientist should be added to the
research division. As contemplated, this division would en-
gage in general applied research activities and specific
studies which because of their inherent nature cannot be
handled adequately by individual divisions. Research orilented
toward specific projects should be the responsibility, if not
in the above two categories, of each division.
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process and the planning function. Moreover, the unfortunate
placement of the personnel assoclated with graphics 1n region-
al planning has impeded the efforts at arranging a proper pro-
gram, related to presentation, which encompasses the entire
department rather than the specifie proqeéts related to region-
al planning.l Since the regional unit within the department

is presently without a chief planner and has Just completed a
major study, it is recommended that the personnel assigned to
it, with the exception of those responsible for graphics, be
temporarily assigned, as presently planned, to both the Com-
prehensive and Community Plannimg Division. However, as soon
as possible, a development section should be created which
would be responsible for programing the stages necessary to
achieve the image created by the comprehensive planning division.
The functions allocated to this division would be similar to
those described by Martin Meyerson in hils article entitled

the "Middle Range Bridge for Comprehensi#e Planning,"2 and
serve to integrate the long range planning function with the
short range. It is here that general obJect;ves would be made

more specific, that proposals for the allocation of resources

11n 1ater paragraphs, it is proposed that the two remaining chief
planners be assigned the primary function of coordinating the
efforts of the different divisions. If this suggestion is 1m-
plemented, it would be proper to then allocate the personnel
responsible for graphlie representation to these two individuals.
Once this unit is located apart from any one division and res-
ponsible to the two individuals whose main functlon 1t would be
to integrate department studies, programing the work allocated to
the graphilcs section would be facilitated.

ZEMeyerson, op. cit..



Page 43

(1and and capital) and scheduling of development programs would
be made. First on the agenda of this division should be an ex-
amination of the city's present andprojected economic base1
together with 1ts abllity to flnance future renewal programs.
Moreover, a clty wide renewal priority schedule needed, which
would complement detailed programs for community facilitles,
transportation improvements, and private development. Finally
creation of a development division2 willl also give due weight
to an essential step in the planning process, namely program-
ing, which has been :partially neglected to date, due before
1958 to the pressure of emergency or so called "crisis planning”
and presently the "push" to revise the general plan.

In general, the Community Planhing Division, with no clear
cut definition of functions, 1s the weakest of the technical
sections. In part, thls is due to the lack of suffilcient quall-
fied personnel, but primarily as implied immedlately above, it
is the result of the type of functions allocated to this group.
Renewal Planning (standards for redevelopment, rehabilitation,
and conservation; reuse proposals; preliminary area and project
designs) 1s definitely a legltimate responsibility of the Com-
munity Planning Unit, but without a clty wide schedule of prior-
itlies based on an analysis of needs and resources, it has become

in the vernacular 2 "hit or miss" affair. Responsibility for

1 .
Responsibility for the development of an economic base study
rests of course with the research division.

2Once the development division 1s established, it should be
responsible for the preparation of the capital improvement
program and zoning studies.
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renewal planning has in the past been assigned by statute to

the Boston Housing Authority and since 1957 has been the legal
responsibility of the Redevelopment Authority. The Planning
Department's major involvement outside of review powers re-
lating to the comparison on proposed projects with the compre-
hensive plan is, for the most part, the result of actual legal
contracts between 1t and the Boston Redevelopment Authority

and is therefore dependent on the vagaries of the latter group.l
As a result of the inability to program renewal studles and

the indefinite nature of the Department's aétual relation to
renewal planning, the responsibilities of this division have
remained rather open ended. In fact, a large percentage of the
time of this group (community planning) has been devoted to
providing a design service‘for'referrals, both from city depart-
ments and private developers. Moreover, the Community Planning
Division has suffered from a shortage of competent personnel.
However, if an earlier proposal 1s effectuated and several in-

dividuals are assigned to this division from the defunct reglon-

al division, present shortages 1in personne12 will be alleviated.

1The present procedure (renewal) is as follows (not based on
statute but on a completely informal arrangement between the
Authority and the Planning Board):
1. Planning Department prepares a list of priority areas.
2. From this 1list of projects, the Redevelopment Authority
selects an area for renewal treatment.
3. Finally, the Authority would then hire a consultant to
prepare the Federal application and subsequent plans.
The Authority has recently consented to have the Planning
Department prepare project plans for the Washington Park
Area. \

o .
As of this time, the Community Planning Division has no staff
members, besides the Chief Planner, educated speciflcally in

planning.
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Also the proposed new Development unit will bridge the gap
between long range planning and specific renewal studies, pro-
viding a needed set of project prliorities. Coupled, however,
with the creation of a Development section, 1t 1s recommended
that the Community Planning Division become but one unit of

a new divislion called ProJject-Implementation, whose main
functlions will pertain to current or short range planning.l
Responsibilities for renewal planning will be centralized with-
in this group, together with the tasks relating to the develop-
ment of a proper community relations2 program (with particular
reference to renewal). Finally, in order to insure the maxi-
mum lntegration of the planning process and function, it 1is
recommended that the department be given definite legal res-
ponsibility for the planning of renewal areas.> (Priority
schedules, design and reuse standards--area plans.)

To call the personnel allocated to administrative services

a division is a misnomer. There are only two staff members, one

1
Once again, if the planning department 1s to affect decision
making, it must be prepared to facilitate day to day decislon
making relating to the physical development of the city. A
viable current planning division 1s needed, capable of imple-
menting through the preparation of specific plans, previously
agreed upon goals and programs.
2Ultimately, it is recommended that the planning department
employ & public relations expert who would be functionally
assigned to the technlcal coordinator and responsible for the
development of a public relations program. (see organization
chart-2 in the appendix.)
3Due to the lack of qualified personnel, it will still be neces-
sary to "farm out" to consultants responsibility for preparation
of detalled site and proJject plans.
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Junior planner and the other a planning assistant. Neilther
one of them have a professional planning degree. As a result,
the responsibilities assigned, though performed competently,
have not given a true indication of what a "beefed up" admin-
istrative division could accomplish. Presently the duties of
the latter unit are:
1. Analyzing referrals of minor importance
2. Processing of zoning petitions
3. Routing of directives, technlcal reports
4. Preparing the annual budget (assisted by the Director,
Administrator, and the Chief Planners)
5. Maintaining records of personnel
6. Controlling the general administrative procedures
wheréby material 1is reproduced and supplles are
requlsitioned.

The Administrative Division is presently 1n need of major
reorganization, including the additlion of new personnel, 1f it
is to contribute substantially to the planning function. It
is recommended that within this division, two sectlons be
created, one responsible for technical services, the other a
general housekeeping group. Responsibility for the general
coordination of the administrative division would rest with

the Administrative Coordinator ( presently the Planning Director).1

1When a single technical coordinator 1s selected (see p.51)
in order to facilitate coordination of technical programs
the administrative division would become his responsibllity,
while the housekeeping section would remaln accountable to
administrative coordinator (see organization chart 2).
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1 .
Technical Services Housekeepling
Mandatory referra132 : Preparation of budget
Processing of Zoning petition Maintenance records of
Editing of technical reports personnel
Servicing the public-infor- Library
mation Routing of memos

Development of file system
Purchasing of supplies
Reproduction of materials
The clerical staff 1s presentlj functionally grouped with
the administrative division. Presently, the personnel within
the clerical section are organized tb provide‘the following
services: |
1. Secretarial Services to the’Planning Board, .
Board of Zoning Administration and Zoning
Commission |
2. Maintenance of officlal records
3. Services to the staff such as typing and repro-
duction of material (expenditures over a certain

amount - $5.00- must be cleared with the adminis-

trative division)

1As will be seen in later paragraphs, many of the functions
enumerated in the chart above are not presently being performed.
Others have been assigned mistakenly to varlous technical di- :
visions. The above recommendations, together with later
proposals pertalning to administrative processes, are sug-
gested so as to definitely administrative responsibility and
located within one division.

2Finalresponsibility for mandatory referrals should be central-
ized in the administrative division in order to avoid delay 1n
processing and confusion as to assigmment. The staff in this
divisionn%technical services section) should be able to draw
on the technical personnel of other sections for special
studies.
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ik, Provision of staff supplies (purchase orders,

service orders, involces, etc.).

In effect, the most observable deficiencies relating to the
clerical staff pertain to the lack of both adequate supervision
from above and real communication with the staff. Primarily
in order to alleviate the serious problems associated with the
morale of the secretaries, 1t is suggested that, while the
official locus of the clerilcal étaff remain in the administrative
division, the individual secretaries be assigned on a rotating
basis to the major divisions, with the Head Secretary respons-
ible to the Planning Director1 (and later both the adminis-
trative and technical coordinator). The above suggestions are
admittedly experimental in nature. In fact, the exact pro-
cedures to employ in effectuating these recommendations are
qulte flexible. Whether to geographically locate each secretary
within each division or to allow them to remain where they are
presently located is up to the Director and the personnel in
question. If possible the former approach should be utilized.
It may also prove desirable to allocate division work to each
secretary during the morning and general department work during
the afternoon. If this 1s the case, 1t is further recommended

that presently the administrative assistant (Planning Director)

1The term director will be substituted for administrator within
the remaining paragraphs of this thesis.

2Once a technical coordinator is selected, thils task will be
Jointly shared between this individual and the administrative

assistant.
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prepare a work program for the secretaries so that if divis-
ional responsibillities are not sufficient to occupy the com-
plete time of the clerical staff, the void will be filled.
Once again, while the exact operational pattern 1s flexible,
the general recommendations are thought valid. As soon as
they are implemented, the individual secretary should feel a
greater degree of identity and have a greater understanding
of the planning function and process, while at the same time,
the quality and quantity of supervision would be improved.

Finally, the Planning Administrator's primary responsi-
bilities are: (1) the general supervision of the affairs of
the Department (including responsibllity for overall policy
formulation and programing); (2) development~of liaison on a
formal or informal basis with the Mayor, Council, City Depart-
ments, and the Public.

When the position of Planning Administrator was created,
1t became the function of the Plannling Director to relieve
the Administrator of day to day administrative functions, in-
cluding the technical supervision of projects 1in progress.
Due to the type of function assigned to the Director
(particuiarly zoning matters), this position has not developed
into that of either an admlnlistrative or technical coordinator.
Moreover, the Planning Administrator has not had the necessary
time to effectively coordinate the programs of each division
(see next chapter). Therefore, in effect, efforts at both ad-
ministrative and technical coordination have been to date only
partially successful. In order to remedy the situation, it is

suggested that responsibility for the detailed coordination of
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administrative policy should be immedilately assigned to the
present Planning Director. His position should definitely

be that of an Administrative Coordinator, rellieving the Directorl
of daily tasks pertaining to the effectuation of administrative
policy. Furthermore, (assuming the continued restrietions on
the selection of personnel) in order to assure proper day to
day 1ntegration2 of technical studlies thereby relieving the
Director of this responsibility, it 1s recommended that the

two remaining Chief Planners be placed immedlately under the
Director, each responsible for the coordlnation of two
divisions.3 (For example: Research, Comprehensive Planning----

4, 5
Development Planning, Project Planning. )

lIn order to better equate defined responsibilities with positions,
it is recommended that the title Director be substituted for
Planning Administrator. Also paralleling the suggested changes
in functions, the title Planning Director should be changed,
as proposed earlier, to Administrative Coordinator.

2As will be enumerated in later chapters, coordination 1s also
impeded by the high rate of turnover, the lack of enough chlef
planners, the breakdown of the intradepartmental communication
system. The above recommendations relating to the chief planners
are made in the light of existing needs and therefore are to be
considered as being only temporary. When and if the political
climate permits the planning department to recruit new personnel,
it 1s suggested that a single technical coordinator be selected
to integrate the technical work of the staff. Thls belng ac-
complished, the chief planners would then reassume their
original position as Directors of individual divisions (thus
assuring gualified leadership of all divisions).

3Again, the particular nature of these recommendations are dictated
by both present needs for the coordination of staff efforts and
the restrictions on the selection of nevw personnel, resulting
from the present Mayor's "no hire, no fire policy."

quvisions would be then directed by Principal or Senior Planners
(see recommendations relating to personnel in appendix).

5In order to facilitate the integration of long and short range
planning, these two individuals should be rotated at least on
a yearly basis.
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When and if the planning department 1s able to recruit
new personnel, it is proposed, that among others, a single
technical coordinator be selected to integrate the technical
programs being prepared by the department. The Chief Planners
would then revert to their former positions as directors of
individual divislons. Thus each division would ultimately
be directed by a highly qualified individual (see experience
and educational requirements in appendix). Moreover, coordin-

ation would be assured by the presence of a technical coordin-

ator.

——

1
The personnel responsible for graphic representation would be

accountable to the technical coordinator. As implied earlier,
if the graphics unit were located, as recommended, beyond the
restrictive confines of any one division, it would facilitate
programing the responsibllities of thls group and assist in the
coordination of projJects of the department. Also if the graphics
section were located, as suggested above, it would be easler to
relate their program to that of the entire department, instead
of having it submerged by the needs of one division.
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SUMMARY OF MAJOR RECOMMENDATIONS-pertaining to Structure
Organization Plan 1, to be effectuated immedlately

Hierachy:
1. At the apex of the planning department should be placed

a planning director responsible for overall policy de-
velopment, general staff coordination,liaison with the
mayor, departments, and the public.

2. The present position of planning director should evolve
into that of an administrative coordinator. The latter
would be responsible for the development of adminis-
trative policy and the coordination of the administrative
divisions.

3. The two remaining chief planners should immediately -
assume the position of technical coordinators, each
responsible for two divisions.

4, Each division shall be headed by a senior planner (new
educational requirements, see later chapter devoted to
personnel) who shall be responsible for . coordinating
his individual unit.

The department should be organized by purpose with the major
differentiation between divisions belng that of time. Within
each section, it 1s suggested that the staff be allocated accord-
ing to process, not in the generic sense described in detaill
earlier, but according to particular technical studies. 1In
essence, this type of internal organization will:

a. Assure the integrity of the Planning Process (generic)

b. Facilitate the fulfillment of major planning functions
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c. Increase the awareness of the staff pertaining to
both Process and function

d. Assist the politician, the other municipal depart-
ments, and the general public in comprehending the

role of the planner.

Time Long Range "Bridge" Short Range
Purpose Comprehensive Program or Project Planning
Planning Development Current Planning
Planning
Process Land Use Programing Renewal,Zoning
Petitions
Circulation Caplital Im- Design Service
provement
' Program
Community Zoning Public Relations
Facllitles

Research - General and Specific Studies
Mandatory Referral - Administration

DIVISIONS:

Research: Responsibilities for research should be located in a
separate division. The capital improvement program should not
be assigned to this unit but to the development division. With-
in the research unit, there should be two components: (1) per-
sonnel devoted to general studies; (2) personnel devoted to
special studies, which are not directly related to other divi-
sions and therefore cannot be adequately accomplished by the
latter.

Comprehengive Planning:

This division should be responsible for goal formulation
and the development and revision of the general plan. Internally,

it should be organized on the basis of the followlng sections:
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Land Use Planning, Clrculatlon, and Community Facilities.
Responsibility for the library should be transferred to the
Adminigtrative division.

Development Division:

A development division should be created as soon as possible.
This division would bridge the gap between long and short range
planning. It would primarily be responsible for programing.
Suggested internal components are: (1) programing; (2) Capital
Improvement Program; (3) Zoning studies.

ProjJect Implementation:

The communlity planning sectlion should be incorporated into
a new project implementation dlvision whose main responsibility
would be short range or current planning. It would be so
structured so as to facllitate the development of community
renewal programs. Also upon asslignment by the Administrative
Division, 1t would have major responsibility for the analysils
of referrals (governmental and private).

Administrative Division:

The Administrative Division should be directly responsible
to the Administrative Coordinator (Planning Director) and the
locus of technical services and housekeeping procedures. Al-
though the chart should portray the cleriéal staff within this
division, it 1s suggested that secretaries be assigned to each
division. Ultimate responsibllity for both mandatory referrals
and zoning petitions should rest with the technical services
section of this divisicn. In effect, the latter would be free

to assign either referrals or zoning matters to appropriate
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divisions if the material in question warranted such allocation,
(Example-design referrals would be examlned by the project im-
plementation division, while zoning petitions might be analyzed
by the development division.) but final responsibility for in-
tegrating the above analyses would rest with the Administrative
Division, technical services section.

In practice although ultimate authority would rest with the
Director, coordination of administrative policy would, as men-
tioned above, be the prime task of the administrative coordinator,
while the integration of technical studles would actually be
the responsibility of the two chief planners.1

1The graphics section should be made directly responsible to
the two chlef planners.
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‘Organization Plan Two:

If and when the political climate permits the planning

department to recruit new personnel, it is suggested that:

1.

A technical coordinator be selected to integrate

the technical work of the staff. This being accom-
plished, the chief planners would then reassume

thelir original functioﬁs as directors of divisions.
The graphics section would be responsible to the
technilcal coordinafor.

The technical services group within the Administrative
Division would become directly responsible to the
technical coordinator as would the personnel assigned
to graphics.

A librarian should be recruited and attached to the
housekeeping section of the administrative division.
This division, as described earlier, would be direct-
ly responsible to the administrative coordinator.

A public relations technician should be given the
task of developing and coordinating all departmental
community relations programs. His position would also
be responsible to the technical coordinator (see
chapter on community relations).

The staff should be increased to at least fifty

(see chapter on personnel requirements for further

elaboration.)

After the above recommendations are implemented, the organi-

zation would have at its apex a Planning Director. Beneath
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his position inthe hierarchy would be a Technical Adminis-
trative Coordinator. The former responsible for coordination
of all technical programs; the latter responsible for the
development of administrative policy and the coordination of
administrative'procedures. Directing each divisioﬁ would be

a Chief Planner. (see organization chart 2)
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THE RELATION OF PURPOSE TO PROCESS
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CHAPTER FOUR - Coordination through Process, Boston
Planning Department

Pollicy, Program, Leadershlp:

Human beings breathe life into any formal organization.

The latter represents, in fact, not only formal lines of auth-
ority, and division of functions, but personal skills, attl-
tudes, desires, and loyalties. It is up to the competent
administrator, éssisted and abetted by structure, to integrate
individuals, functions, processes, so as to maximize the goals
of an organization.

Repeating in substance an earlier paragraph, "the functionl
of an executlive or supervisor 1s to determline specifically what
he desires to have hls organization accomplish (within, in the
case of the Boston Planning Agency, the general purposes
assigned by the Council, and the general policy, which should
be enumerated by the Board); to measure accurately how well it
1s belng accomplished; and to develop and provide adequate
methods for bringing present organizational performance up to
the level required for complete accomplishment of ofjectives."
Quite specifically, it is the ultimate responsibility of the
Director to define internal policy in clear terms and allocate
means and authority so that the objectives of saild policy may
be achieved.

General Analysis:

There is, with some exceptions, evidence of a lapse of

1
Appleby, op. cit., p.l.



Page 60

leadership on all levels together with a complementary lack

of communication between different scalar posltions and dif-
ferent divisions. Necessary flexibility has, in essence, be-
come wastefulpliability and due to the lack of depértmental
programing, coordination has become quite difficult.

Policy: There 1s no évidence of a consistent general policy
approach to internal departmental programing within the Boston
Planning Department. In effect, the Board has left a void
which the Department has been unable or unwilling to fill.l .
Knowledge by individual staff members of whatever internal
goals do exist varies within each division. Those in regional
planning and community planning, for the most part, seemed un-
aware of the existence of any general policy framework, while
individuals in Comprehensive® planning (Research) and the Ad-
ministrative Divisions were aware of at least an embryonic de-

partment policy.3 It would be unfair to attribute knowledge

1This void has become larger due to the existence of the present
state of animated flux preparatory to Mr. Edward Logue's
decision as to whether he will accept the position of develop-
ment coordinator (offered to him by the present Mayor -
March 1960). External organizational relationships between
the Planning Department and other departments are not "firmed
up." Furthermore, pressure to economize during these early
months of the Collins' administration has made it admittedly
difficult to form any long range policy. (but not impossible)

2This is surprising when one considers the fact that individuals
in this division have been, in general, with the department
less time than those in other divisions.

3'I'he author is purposely withholding the actual figures complled
from analyzing the questionnalre (only yes and no answers were
tabulated), he submitted to all members of the staff (eighty
percent return) in order to fulfill a promise made not to
divulge personalities. :
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- of 1lnternal policy entirely to the quality or quantity of
supervision existing in each division (although from the point
of view of the actor, the staff member, those in Comprehensive
Planning felt they were receiviné enough direction while the
individuals in the other divisions were noticeably less enthu-
siastic about the type and degree of supervision available),
since because of the vagaries of department programing both
community planning and regional planning have been subJject to
pressures1 which would have prevented sultable recognition of
a continuous policy, even i1f there were one.

Programing: Due to the fact that the Boston Planninngepartment

has had no effective and continuous policy framework-a set of
consistent although flexlible objectives arranged in some sort
’of hierarchy-department programing has been impeded, if not
made impossible. This fact, in turn, has prevented the develop-
ment of operational planning, whiéh is, ih substance, the con-
tinuous examination of a prior exlsting work schedule in order
to determine the proper means to effectuate it.

It was generally conceded by all staff members interviewed
(on all levels) that because of the combination of the factors
enumerated immediately beloﬁ, the formulation of any real

schedule of work is at best quite difficult.
1. Lack of Board directives

1Changes in programing, fluctuatibns in personnel due in part
to "erisis"” planning at the behest of the Mayor, Departments,
and outside groups.

®This not meant to whitewash the responsibilities of the Directors
of each division. With few exceptions, they have, as will be
elaborated on 1n later paragraphs, been remiss in transmitting
whatever policy that presently exists.
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2. Upheaval assoclated with the new administration

3. Uncertaity pertaining to the effect of budget cuts
on existing planning studies

4., The present anamolous structural relationships with
other departments

5. Pressure, at times,for emergency proJjects

In fact, confuslon as to the existence or non-existence of
a general work plan for the organization and a schedule to
achieve 1t, although most evident in Reglonal and Community
Planning, permeated all divisions and all scalar levels of the
hierarchy. No one individual1 (1nc1uding the present Adminis-
trator and Director) could clearly define what the department
program was or the order in which it was to be achieved.’

There was, within ceftain divisions, work schedules for éer—
taln studies now in progress, bﬁt this was mainly due to the
initiative of individual Chief Planners. Furthermore, there
was no real evidence of any coordination relating to project
schedules among different divisions or between different division
studies and an overall departmental work program.

While the factors mentioned,above, have certalnly plagued
those responsible for the achlievement of a consistent set of
department goals, and a coherent program; it is believed that
wilth the proper combination of leadership and professional com-

petence, an internal ends-means system could be created

10f the twenty-five questionnaires returned, fifteen related that
there was very llittle evidence of elther a department program
or work schedule. Of the remaining ten, confusion existed as to
what the program actually was.
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which would expedite both the planﬁing process and function.
What this system should be is not within the scope of this
thesis, but it seems to be wilthin propriety to recommend at
this point changes in past administration methods together
with several new management approaches, which if utilized
would facilitate both the achievement of a proper internal
policy, despite external pressures, and improve staff morale.

Leadership: The demands on the time of the present Planning

Administrator have caused him to negate his general duty to
define internal department policy and develop a2 sultable pro-
gram to achieve the latter. Earlier, it was suggested that the
Planning Director (title changed to Administrator Coordinator)
immediately assume more of the tasks pertaining to details of
administration. Also, it was recommended that immedlately the
two remaining Chief Planners assume the responsibllity for day
to day coordination and that eventually a technical coordinator
be employed to assist in the synthesis of technlcal staff pro-
grams. However, with or without the lmplementation of the above
suggestions, the Planning Administrator (title changed to Director)
cannot abdicate his general responsibillity for department affairs.
After intensive analysis, 1t is felt that the Administrator
has surpassed the bounds of proper delegation in allocating
almost complete responsibility to division chiefs in determining .
unit programs and subsequent work échedules. While the chiefs
are accountable to the Administrator, any review of their efforts
usually becomes merely perfunctory since there is no overall

departmental program.
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The Planning Administrator's position 1s a delicate one,
since he must delegate enough responsibility to insure init-
iative without sacrificing the control necessary to coordinate
group efforts. In effect, the Planning Director (new title
for the present Administrator) should act as "a catalyst, con-
stantly bringing together, synthesizing, and refining the ldeas
of others and disposing of them 1in accord with the larger ob-
Jectives of the organization.1 Since the Boston Planning De-
partment is composed, for the most part, of professionally
qualified and highly educated individuals, if good morale 1s
to exist, staff members must feel that they are definitely
participating in the process of defining departmental pollcies
and programs; yet, as stated above, final responsibllity must
reside with the Director.

Recommendations:

1. Utilizing the 1deas and analyses prepared by the Chief
Planners (later the Chief Planners and Technical Co-
ordinator), after consultation with the staff members
assigned to their respective divisions, the Planning
Director should immediately prepare both a statement
of department policy? taking account of the existing
political environment and the quality and quantity of
personnel avallable, and general department program.

The latter should then be the basis of discussion and

1
pPfiffner, op.cit., p. 77.

2It is taken for granted that the Planning Director will co-

ordinate his thinking with that of the Mayor.
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review at several staff meetings and within each division.

1 appropriate revisions,

After considering staff opinions,
if any, should be made. The Director should then allo-
cate particular aspects of the program to each division,
seeking a definite commitment from the chief as to the
number of personnel needed and the time required. Specil-
fic division programs once formulated should be revliewed

and synthesized by the chiefs. However, final responslbllity

for integrating work programs2and schedules should rest with

1

The abllity to lead a group is important, if one is to be a
successful administrator. Lawrence Appleby, in a few simple
sentences, 1llustrates the necessary steps involved 1in directing
a formal group meeting. "If you are a conference leader, know
definitely the questions to which you want answered, have in
your own mind the best answers that you can possibly develop,
and come out of the conference with better answers than those
with which you entered it. That means that the group has con-
tributed; the group has created; the group has helped builld.
The §esu1t is theirs as well as yours." (Appleby, op.cit.,
P.10

EThis procedure admittedly calls for a greater degree of per-
sonal participation on the part of the Director, but present
conditions made this a necessity. When the positions of
Administrative and Technical Coordinator do evolve, the
Director's tasks will hopefully be reduced to general policy
formation and review of detalled work programs prepared by
others.
Ultimate procedure - (Major participants - Mayor, Director,
Administrative and Technical Coordinators, and the five
Divislon Chilefs.
(a) Formatlon of a general outline of department policy
and program by the Director in consultation with
the Mayor and the two Coordinators. ,
(b) Detailed filling in of outline by the two Coordina-
tors and the Chief Planners.

écg Intensive review by Director.

Segments of Department program assigned to proper
divisions by Coordinators.

(e) Preparation of detailed division programs by Chief
Planners. Submission to technical coordinator for
review.

(f) Final review by Director.
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the Director.

While the above procedures are only suggested
as a guide, 1t is hoped that the recommendations
together with the preceding analysis Imparts the
obvious need for a firmer top level adminlstrative
grasp of present department affairs. There is a void,
in policy formulation and programing, which 1s apparent
and must be immedlately filled.

As will be seen in the section analyzing the relation-

ship of personnel to structure, the morale of the staff
1s presently at a very low ebb. Once again, as men-
tioned earlier, part of the cause is the evident lack
of leadership at all levels. Formulation of a con-
sistent department policy and program will partially
assist in restoring morale, but proper leadership,
which is difficult to induce in lower levels if senlor
positions do not illustrate it, 1s necessary. An

extra effort should be made to impart the importance
of coordination and the principles of democratic
leadership to senior personnel. At the present time

it seems that this can only be done by the Director.

It 1s also felt that if the Director took a more
personal interest in individual staff members, one
would see an increase in staff initlative and generally
better morale. A "gbod word" here and there, an in-
formal critique of progress, or even Jjust symbolic
effect of frequent appearances by the Director would

be helpful. To implement the above suggestions would
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obviously require extra effort by the Director,
since his time 1s scarce. Also, there 1s an 1in-
herent danger in this recommendation in that any
action appearing to circumscribe the formal hler-
archy may weaken its effect; but given the present
delicate situation, especially with reference to
morale, the degree of distance between the Director
and staff 1s not warranted.

4, Finally, though the importance of democratic leader-
ship (giving a wide latitude for group participation)
has been implied throughout the preceding paragraphs,
the actual proposals clearly call for the assumption
of more formal authority and responsibility by the
Director. A greater degree of centralization than
presently exists 1s needed and 1is thought not to be
in any way inconsistent with the desire for greater
staff involvement in processes producing the depart-
ment goals and programs, since before discretion can
be granted, the organization structure and lines of
authority must be clarified. In other words, given
the existing organizational environment, it 1s felt

that a degree of centralization must precede decen-

tralization.

Communication network:

The smooth flow of information and authority 1s also an im-
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portant complement to a well structured organization.l If the
goals and programs of the Planning Department, once formed,
are to permeate the entire structure, it 1is necessary that
they be transmitted through both an adequate formal and in-
formal communication network. The latter, if properly con-
structed, should also assist 1n effectively:

1. identifying the staff goals with those of the or-
ganization (ego identification), thereby improving
morale,

2. certifying formal 1lines of authority,

3. coordinating the work programs of each divlsion.

General Analysis:

| Too much reliance has been placed on informal methods of
communication (cross communication between individuals and
divisions conforming to no previously arranged pattern), and
not enough on the vital formal methods of communication.

The remaining chiefs of each division meet with the Planning
Director (the present Administrator) and Administrative Coordin-
ator (the present Director) every Monday morning. At this time
progress reports are given, and when necessary, work assign-

‘ments and priorities are changed. There are only approximately2

1Actua11y authority resides in the individual or group and is
quite dependent on communication for 1ts effectlveness in
ordering behavior. Without a proper communication network,
authority is meaningful only to the extent it relies on force.

2The word “"approximately" is used since the figures recelved
through the questionnaire and follow-up interviews varied from
one to four.
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four general staff meetings each year, durling which major divi-
sion projects are reviewed. As a supplement to these meetings,
however, there are during the year eleven or twelve staff
sessions which are called to review basic studies. These are
limited, in effect, to specific personnel chosen by individual
division chiefs and are quite uneven in quality.‘ Within each
division, depending upon the desires of the chlief planners,
there seemed to be formal meetings on a weekly, bi-monthly, or
monthly basis, with no set pattern.

Outside of the weekly meetings on Monday morning in the
office of the Director (the present Administrator), there are
no other formal meetings assisting the divislons to coordinate
thelr weekly work. This1 has, according to the Director, re-
sulted in a breakdown in the intradepartment. of communlcation
system.

The bearers of technical data, namely the Jjournals and
articles, which are thought worthy of staff indulgence are
routed from the Director'seoffice through the administrative
division. Here a routing slip 1is attached, which after read-

ing the material, the individual staff member 1s supposed to

%otation of personnel is not done in any uniform way and has
therefore not served as a catalyst, assisting in the integration

of staff programs.

The reader should, by now, be thoroughly familiar with the fact
that the present position of administrator corresponds to the
proposed position of director and that the position of director
as proposed should evolve into the position of administrative
coordinator. In the remaining paragraphs only the proposed
titles will be utilized, even when describing present situations
leaving 1t up to the reader to make the proper reference.
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check. Frequent complaints are heard pertaining particularly
to the delays encountered in the circulation of material.
Written orders and memos from the Director are routed in the
same manner as technical data. However, duplicate copy of
each order of memo is approprlately displayed on the bulletin
board. |

According to those interviewed, there is no systematic
method for the distribution of mail. Personal mall is dis-
tributed by the Head Clerk to staff members. Material sent to
the staff in general is sorted, with no describable uniformity,
by the Head Clerk and either referred to the administrative
division where it is routed as described above or delivered by
the secretary hopefully to the appropriate individual or di-
vision. \

In essence, both the libraryl and the file system are
essential components of the communication network providing a
storage of facts, technical data, and general knowledge per¥
taining to particular studies. While the library is sufficlent-

ly well subscrlbed with current periodicals, such as:

ASPO Advisory Service Land Economics Journal
ASPO Journal Appraisal Journal

AIP Journal Engineering News Record
Architectural Forum City Record

However, its supply of up-to-date planning reference books 1is
limited. In the light of other needs, this fact is not too

important, since surrounding educational institutlons more than

1
It was recommended earlier that the library be lmmediately

transferred from the Comprehensive Division to the Adminis- .
trative Division.
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supplement the avallable texts. Recent budget1 cuts may

force the cancellation of the ASPO Advisory Service. Since

this monthly periodical , often times, contains worthwhile
planning data, it is earnestly suggested that a better economy
be found. The news clipping service has, it seems, been neg-
lected. This is a service which should be4ava11ab1e to the
whole staff and it should be made a definite responsibillty

of the housekeeping section of the Administrative division.

It also appears that the filing system in general 1s not based
on any routinized procedure. General responsibility for fliling
seems‘to be divided between the secretarial staff and the ad-
ministrative personnel, and private files are still kept in
more than one division. Presently, the central files are
composed of both material pertaining to administrative affalrs
and technical data with no rigid separation between the two.
Internally, the files are arranged both alphabetically and by
subject matter with again no set system applied. Also no
formal rules have been set as to when and what material should
be discarded.

Recommendations - Communication network:

Meetings:
1. The weekly Monday morning meetings between the
Chiefs of each division and the Director should

be continued. A written summatlion of these sessions

1Curren’c budgetary allocations for the library total four hundred
and eighty dollars. Three hundred and fifty dollars for technical
publications, eighty for the City Directory, twenty-five for the
Real Estate Blue Book and twenty-five for the Massachusetts

Acts and Resolves.
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should be typed by the Head Clerk with the original
remaining in the central files and a duplicate

given to each division chief. Thils procedure should
be followed in order that a contlnuous record be
kept of these meetings. In essence, the general
purpose of these gatherings should be: (1) To re-
fine pollcies and programs; (2) to coordinate exist-
ing projects. In the future, if a technical coordin-
ator is selected and the present Director's position
evolves into that of an administrator coordinator,
the Monday morning meeting will‘probably need to in-
clude only the Director, and the two Coordinators.
After such a session the two coordinators should
meet with the chiefs of each division 1in order to
transmit decisions made to the respective divisions
and coordinate the work of the latter.

The Director1 should make every effort to meet wilth
the staff of each division on a rotating basis Iin
order to review the work of the latter. This pro-

cedure should be eventually formalized so that the

- Director would 1in fact direct one meeting with a

different division approximately every week. The
agenda should be prepared and should consist of a
review of the progress of each division in terms of

a general department program. The probable time

1

This would serve to increase staff morale, while at the same
time be one more effective means leading to the coordination of
staff work.
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allotmeht would be one hour at least. If this pro-
posal is implemented, it would ilmprove staff morale
by reducing the "felt" distance between the staff
and the Director. It would also allow the Director,
with a minimum of allotment of his time, to observe
the operations of each division.

An informal meeting of the chiefs of each division
should be scheduled, without the necessary partici-
pation of the Director, every Friday. During this
time, work progress should be discussed and sug-
gestions detailed for the following Monday morning
meeting. Eventually these sessions will be between
the technical coordinator and the administrative co-
ordinator, with Chief Planners called in at the
pleasure of the two former individuals.

General staff meetings should be held at least once

a month. These sessions would serve several purposes:

(1) to educate the staff as to department goals and
programs; (2) to illustrate the necessary integrity
of the planning process and the role each division
plays in that process; (3) to review general staff
studlies. Once again, the Director should be respon-
sible for the direction of these meetings.
Professional staff meetings (including only those

members of the technical staff), during which specific

projects are reviewed, should be held periodically,

especially when studies are completed. Dufing these
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sessions those divisions responsible for the project
being reviewed should both prepare and direct the
program. This proposal is aimed at providing a
formal procedure whereby programs may be reviewed

by staff members. At this time, technical critlcisms
should be encouraged. Areas of project overlapping
and duplication should become noticeable. Finally
allowing staff members to both prepare and direct

the meetings will no doubt increase staff initlative
and morale.

Informal bi-monthly meetings primarily for review
purposes should be encouraged between staff personnel
of different divisions. These sessions being for
review and coordination would supplement monthly
general staff meetings. It 1s suggested that junior
grade personnel be allowed a chance to direct these
meetings.

Formal or informal intradivision meetings should be
scheduled at least twice a week. Content: review

of work in progress and emotional catharsis.

Rotation of Personnel:

In order that staffl personnel become familiar with the

entire planning process and the functions assigned to the de-

partment, 1t is recommended that individuals be rotated on a

preplanned, even though flexible schedule. As a suggestion,

1

This would also be an educational device, and further assure
the continuous and necessary inter-relationships between long
range, intermediate, and short range planning.
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Chief Planners, Principal Planners, and Senior Planners
could be rotated at least once every year with Junior Planners
and Planning Assistants switching divisionstwice a year.

Routing of Technical Data:

The administrative division (housekeeping unit) should
have final responsilibillity for the selection of periodicals,
bulletins, news clippiigs which are to be clrculated. Attach-
ing a routing slip as 1s presently done 1s a proper method for
insuring proper distribution. However, a dally check of
material in circulation should be made so as to facllltate
its availability to staff members. In order to expedite the
routing procedure, data may have to be separated according to
benefits (discretion of the Administrative Division with final
decision resting with Administrative Coordinator, in cases
where doubt arises) accruing from exposure to it. For example,
if technical material is of such a nature to be only useful
to each Chief Pianner, it should only proceed to them.

Orders and Memos:

Copies of orders and memos from the Director should be mace
available by the Administrative Division to the Chief Planners
and posted somewhere in the gebgraphical vicinity of each
division. If possible, an Administrative Manual should be pre-
pared by the Administrative Division elaborating administrative
poliey and containing such information as: (1) procedures for
ordering supplies; (2) methods for obtaining reproductions;

(3) standard procedures for feport writing; (4) proper methods

for the filing of material.
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Mall:

In order that responsibility for the distribution of mail
be centralized and the process formalized, all mail directed
to the department should be sorted and routed utilizing the
same general procedures’described above by the housekeeping
section of the Administrative Division.

Files:

An intensive analysis of the file system was not made
during the time available. However, after even a limited ex-
amination, several squestiOns are in order:

1. Presently, as deséribed earlier, both the secretarial
staff and the Administrative Division have dual
responsibilities for the file system. Responsibility
for the filing system should be centralized in the
new housekeeping section of the Administrative Di-
vision,

2. In order to avold delays when seeking material,
rigid separation between administrative and technical
flles should be maintained.

3. In order to "rid" the files of material which is
obsolete, standards should be created insuring the
continuous dlscarding of outdated data.

4, In order to avoild confusion and delays when seeking
material, all flles should be centralized in one
location, with separate division files being per-
mitted only before the completion of projects.

Data in the process of being utilized in studies
should not be filed until the studlies are in fact
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completed.
5. There are many methods>pertaining to the organlization

of a file system (alphabetically, geographically,

by individual projects, and combinatlions of same

to mention only a few). No recommendation can be
made as to the one "best" method for the Planning
Department. A cholce, however, as to procedures
should be made\by those in charge of the files and

then conslstently applied.

Coordination through specific administrative controls:

Many of the so-called "tools" or "techniques" of manage-
ment which were developed to facilitate the effective coordin-
ation of an organization are not presently utilized by the
Planning Department. In certainyinstances, city or state laws
have inhibited the Director from experimenting with the many
procedures which will be enumerated below. Where statutory
limitations prevent the implementation of superior processes
(administrative), legal changes should be sought, and where
legislative impediments are not present the recommendations to
follow should be immediately effectuated.

Budget:

Since ¢ity regulations require line item control over
appropriations, the Planning Department has been prevented from
developing a performance type budget. In effect, the line item
budget deprives the Director of much necessary managerial dis-
cretion, since in most cases he is limited to expenditures

illustrated by the item, object and dollar quota on the printed
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line of the prepared budget. Furthermore, the charter also

restricts the transfer of funds from one account (personnel

to printing and binding) to another without referral in most

instances to at least the Mayor and City Auditor. 1In fact,

when the personnel account is involved, the transfer mﬁst be

approved by the Mayor and a two-thirds majority of the Council.1
While legislative determination of overall appropriations

is a proper functlion, to envelop the planning department with

a legislative straightjacket robbing the Director of a large

degree of needed administrative freedom 1is unwise.2 It is

strongly recommended that the Planning Department (and where

appropriate other city departments) be permitted to develop 3

L(city of Boston) Section 3b as inserted by Statute 1941, Chapter
604, Section 1, and as amended by Statute 195%, Chapter 24: "After
an appropriation of money has been duly made by the City of Boston
for any specific purpose, or for the needs and expenditures of any
cilty department or county office, no transfer of any part of the
‘money thus appropriated shall be made except in accordance with
and after the written recommendation of the mayor to the city
counclil, approved by a yea and nay vote of two-thirds of all the
members of the city council; provided, that the c¢ity auditor, with
the approval in each instance of the mayor, may make transfers,
other than for personal service, from any item to any other item
within the appropriation for a department, division of a depart-
ment or council office.”

2The Planning Department is singled out here only because this
thesis pertains directly to it. This recommendation would prob-

ably be valid for all departments.

3To develop an 1ldeal program or performance type budget for a
Planning Department would naturally require intensive study. How-
ever, there have been successful beginnings, even before the
Hoover Report (1949). The reader is invited to refer to the
Second Annual Report of the Cleveland City Planning Commission,
Publication No. 7, March 1945. In this brief report, the proposed
program of the Planning Department was broken down by functions.
The proposed allocation of both man years and salaries were listed
beside each major project (within the functional breakdown). No
doubt, the report was made even more meaningful to its readers,
through a comparison of the projected work schedule with that of
the previous year. (in dollar figures)
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a performance or program type budget paralleiing the form pro-
posed by the Hoover Commission in 1949 for the Federal Govern-
ment.

"We recommend that the whole budgetary concept

of the Federal Government should be refashioned

by the adoption of a budget based upon functions,

activities, and projects; this we designate as

a "performance budget."l
Once a work program has been prepared, the number of man hours
for each specific project could be calculated, together with
the supplies needed. Corresponding dollar figures could then
be applied, for each major study, together with the funds neces-
sary for the purchase of adequate materials and the employment
of the proper amount of personnel. Block accounts would be,

in effect, then substituted for item accounts.

Example: Program Man Hours Cost Suppllies Total

Compreh.P1. - - - -
Adminis . - - - - -

The submission of a program budget to the Mayor and Council
would have have several beneficial effects:

1. It would serve to educate the Mayor, Departments, and
Council as to the functions of the Planning Depart-
ment.

2. It would facilitate meaningful policy decisions on
the part of the Mayor and Council.

3. Devoid of item accounts and based primarily on a
functional breakdown, the budget would also faclli-

tate internal management processes such as the de-

1Commission on the Organization of the Executive Branch of the
Government, Budgeting and Accounting (Washington: Government
Printing Office, 1949), p.d.
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velopment of a detailed work program.

Work Program:
It was suggested earlier that substituting for the present

lack of orderly procedures in assigning responsibilities to both

divisions and personnel, a detalled work program for the de-

partment should be developed. The scheduling of work is essent-

ial 1f division proJjects are to be synthegized and deadlineé

met. Programing is also necessary in order to maintaln a

sense of achlevement, for without 1it, project proliferation

and wasted efforts result.1

1. Therefore it 1s recommended that immediaﬁe steps be

taken to formulate a departméntal work program with-
in which proposed studies will be scheduled, person-
nel allocated, and initlation and termination dates
set. Final responsibility for preparation of the
latter rests with the Director, but the actual pro-
cess should Include discussion and consolidation
with key personnel. Both the Performance Budget and

Work Program should be looked upon as complementary

managerial tools.2

2. Bach division should be responsible for its own

work program and calendar of accomplishment, which

1

Of course preceding any attempt at scheduling general studies,
a clear concise department policy must be formulated (suggested
earlier) in which department goals must be ordered.

2W’hen and if a technical coordinator 1s employed, both the Adminis-
trative Coordinator and the Technical Coordinator would be res-
ponsible for the actual preparation of a departmental work pro-
gram and performance budget with final revliew powers resting
wlth the Director. (In general, the procedures utilized would
be the same as enumerated above.)
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should be integrated with the general schedule of
the department. Once again, final responsibility
for coordination of department programs would rest
with the Director although in practice the Chilef
Planners (and later the Technical Coordinator)
would see to it that projects are integrated accord-
ing to a prearranged work schedule. The Friday -
afternoon informal meetings, recommended earlier, for
Chief Planners should be utilized for review of work
progress, with any irreconcilable conflicts "ironed
out" at the Monday morning session with the Director.
It would also be wise if short written reports des-
cribing work progress were submitted to the Director
by division leaders at least on a weekly basis.
Example of Form:
1. Department program
Compréhensive Plan--Termination Date
2. Division Program
District Study--Termination Date

3. Status of work

4, pifficulties. |
This information would obviously assist the Director
in reviewing staff work and in preparing for divi-
sion meetings. When a technical coordinator 1s sel—
ected, these analyses would be directed to his office.

Standards of Performance:

Once goals have been established and programs formulated
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for the whole department and eaéh division, standards of per-
formance must be developed. A proper sense of abhievement is
necessary: (1) if good morale 1s to permeate the staff and (2)
1f staff initiative 1is to be stimulated.

Once a consistent set of internal department ends and a
time schedule to achieve them are derived, the task of develop-
ing standards of achievement measuring both qualitatively and
quantitatively the work of each division would be facllitated.
In turn, as soon as consistent division programs are established,
standards of performance could be established for staff members
within each division.l |

Control of Personnel:

Since one of the basic problems of the Boston Planning De-
partment pertains directly to staff morale, the entire question
of personnel 1is discussed intensively in Chapter Six. It 1s
sufficient to suggest here, that if the planning function is
to succeed in Boston, that the Director must be given greater
control over the selection, salaries, promotion and dismissal
of personnel.

Housekeeping Activities:

1. Purchasing of Supplies: Presently, one of the Junior

level secretaries 1s responsible for malntaining the

lResponsibility for the development of standards naturally lies
with top supervisory personnel. If morale and initlative at
the department is improved, it will be easler for staff members
to Internalize equitable standards of achievement. However,
norms Judgling performance are also & means leading to better
morale and initiative.
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proper amount of supplies. No effective control
exists over the use of said supplies by staff mem-
bers. Individuals, 1n effect, may procure supplies
from the cabinet at will. It 1s recommended that
final responsibility for the requisitioning of all
supplies be centralized in the revamped housekeeping
gsection of the Administrative Division. Inexpensive
material such as pencils, carbon paper, erasers should
be kept in a separate flle cabinet which should always
be open. For all other supplies, division chiefs
should be required to submit a simple form to the
housekeeping unit listing the needed materlals. Delays
should not be encountered in the internal procurement
of supplies, but effective control 1s necessary if
waste 1s to be avoided. The Housekeeping section may
expedite the process by seeking in advance a 1list of
division requirements or by checking division needs

at the beginning of each week.

2. Reproduction of Material: Responsibility for meeting
reproduction requirements rests with the staff assigned
to graphies. Maps, reports and documents to be re-
produced are, presently, given to one of these two

individuals, who in turn complete two requisition orders.!

1The appropriation for the reproduction of material is allocated
at the beginning of each year to Spaulding Moss. As money 1is
spent, the latter company is supposed to send a notlce of the
_unencumbered balance. In practice, the latter 1s done only
when the funds are practlcally depleted.
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One form 1is attached to the material and the other
is sent to one of the secretaries and then to the
Auditor. Almost complete discretlion as to the
feasibility of ordering reproductlions is left to
the personnel in the graphics section with the per-
functory review by the Administrative Division if
the cost runs to more than ten dollars.l It is recom-
mended that preliminary advice be sought from those
in graphics as to the proper type and quallty of
reproduction desired, but that responsibility for
the actual ordering of work to be done reside in the
housekeeping section of the Administrative Division.
3. Administrative Manual: As suggested earlier, an
Administrative Manual would be quite useful 1n avoid-
ing delay and possible conflicts resulting from mis-
understandings pertaining to office procedures. It
should contain such information as: (1) appropriate
methods for filing data; (2) procedures for the
procurement of supplies and the ordering of repro-
duction of materials; (3) proper procedures to use in
devising a work program; (4) an outline showing uni-
form procedures to use in report writing. Such a
manual would baslcally be a statement of adminis-

trative policy.

1
This is not a set figure and it appears that it constantly

fluctuates.
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CHAPTER FIVE - External Communication

Relationships with other Departments
Relationships with the Public '

"It 1s the destiny of the planning agency to accept
from those who define aspirations, their defin-
ition of what ought to be; to make this defin-
ition precise and practical in alternative ways
if there are such, and to pass the precis on
to decision makers with recommendations, taking
it back with such modificatlions, wise or unwise
and putting 1t together again as commanded."l

If planning is to be really effective in coordinating the
physical development of the city, it must influence the making
of decislons pertaining to the city. In order to do this, two-
way communication must be established with the various public(s),
the ' numerous city departments and agencies.

"To improve their decision by forcing their ref-
erral to a store of memory and tradition, by
relating them to other concurrent commitments
and by setting them solidly in the matrix of ex-
pected resources for fixed time periods ahead.'2

Relations with other Departments:

Presently due to the upheaval of political administrations
and the anticipated arrival of Mr. Logue, there are no clearly
defined relationships existing between the Planning Department
and other city agencles.

While each department is required by charter to submit to
the City Planning Board on or before October first of each year,

a list of all capital improvements proposed for the next six

1 ‘
Tugwell, Rexford G., The Place of Planning in Soclety,
Technical Paper No. 7, (San Juan, Puerto Rico Planning Board,

1954), p.38

°Ipid, p.73.
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years, this procedure has been, up to 1960, only partially
successful in coordinating the plans of other departments re-
lating to the proposed physical proJjects. Primarily this is
due to the uneven degree of cooperation received from Depart-
ment Directors and the unwillingness of past Mayors to "force"
departments to cooperate. In addition the mandatary referral
process is less than completely effective as a coordinating
procedure since it does not extend to elther the purchase or
sale of land, nor the sale of existing capital improvements.
Besides the procedures relating to the capital improvement
program and the mandatary referral process, no formal means
exist whereby the Planning Department may coordinate the de-
velopment aspects of the planning of other city departments.
The Urban Renewal Coordinatiné Committee was created in 1958
by Mayor Hynes and consisted of representatives of almost all
the city departments and outside groups interested 1n renewal.
This committee could have been the real precursor of an attempt
at departmental coordination, but it has not been continued
under the Collins' administration. As implied above, the con-
tacts between departments at the policy level remain purely
informal and are quite dependent on the personalities involved

and the support given the Planning Department by the Mayor.

1
Represented on this committee were the followling departments,

agencles, and committees: Administrative Services, Building
Department, City Planning Department, Demolition, Fire,

Health .Departments, Housling Authority, Mayor's Rehabllitation
and Conservation Committee, Park and Recreation Department,
Public Works Department, Redevelopment Authority, -- Non voting-
Director of Public Assistance, United Community Services. If this
committee 1s reactivated, representation should be sought from
Police and School Departments.
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Most relationships between the Planning Agency and other
departments are, in fact, at the technical staff level and
consist of a mutual exchange of information purely on an
ad hoc basis.

Mutual lack of understanding and respect prevents a real
rapport from developing between the staff of the Planning De-
partment and the personnel of many other city departments.
Professional planners - at all levels - presently employed by
the city evidence feeling of intellectual superiority when com-
paring themselves to individuals in other departments. In turn
the personnel of other agencies lack a basic comprehension of
even the rudimentary aspects of planning and, therefore, fail
to see the need for it. In essence both of the above attitudes,
as implied impede the development of adequate relationships
between the Planning Department and other city departments.

The role of the Planning Department is purely facilitative or
advisory. Its practical effect on the coordination of the plans
of other departments depends upon a combination of its own pro-
fessional competence, in the degree of support engendered by
the Mayor. There is evidence that in the past the suuport of
the Mayor's offlice has vacillated between passive support and
total disinterest. A fair test, however, of the role that
planning could play in Boston necessitates the demise of the
Planning Board.

Recommendations:

1. If planning 1is to succeed, clear structural relation-

ships between the department and other city depart-



Page 88

ments must be defined.

(a) It was suggested earlier that the Board be
abolished and that the Planning Department
be made directly accountable to the Mayor.
However, should Mr. Logue1 finally accept the
position of Development Coordinator, the
Planning Department should come directly under
his authority as a staff agency. As contem-
plated, all of the programs affecting the
physical developmént of the city would be in-
tegrated by the office of the Development Co-
ordinator.

2. The Urban Renewal Coordinating Committee should be
restored as an advisory committee to Mr. Logue if he
accepts the position as Coordinator. If he does not
and the "job" remains unfilled, a Renewal Coordinating
Committee responsible to the Mayor should be immed-
lately created in order to facilitate the integration
of development plans. This group has not in the past
and should not in the future have any formal author-
ity. The main objectives of this organization should
be to provide a means for both the exchange of in-

formation and ideas between department directors.

1

While thils thesis was being prepared, the Mayor of Boston was
seeking to induce one Edward J. Logue of New Haven to become
the Renewal or Development Coordinator for the City of Boston.
As implled earlier he had not, up until this thesis was sub-
mitted, formally accepted this new position.
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3. As described on page 87, there is a disturbing

evidence of a lack of respect and understanding

between the Planning Department and other city de-

partments. This condition obviously weakens the

value of the planning process and function in Boston.

In essence, the Planning Department must encourage

other departments to become consclous of planning

techniques and principles. At the same time, mem-

bers of the planning staff should lose their feeling

of inherent superiority at least in relation to the

staffs of other departments. Both of the above sug-

gestions are necessary, if there is to be real rapport

on the technical level. Several specific recommenda-

tlons are 1n order:

(a)

(b)

Ideas pertaining to planning studies should
be solicited and reviewed from other depart-
ments. In fact contact should be had with
department directors and staffs during all
phases of major planning projects. A coord-
inating committee of the type described above
would be of great assistance in facilitating
this process.

In order to take advantage of each department's
expertise and increase their awareness of the
planning process, planning studies should be
circulated before completion for informal de-

partmental review and possible suggestions.



Page 90

(¢) If feasible at the time when planning
studles pertalin to a particular aspect
within another department's sphere of com-
petence, members of the technical staff
of the latter agency should be invited to par-
ticipate 1n the project. This would reduce
the distance which exists between the planning
staff and the personnel of other departments.
(d) The effect of a monthly newsletter describing
planning studies in progress would be bene-
ficial in "educating" departments as to the
planning function.

1 of the Boston

(e) Members of the technical staff
Planning Department should lose thelr sancti-
monious attitude pertaining to the work and
personnel of other departments. It is pro-
posed that during general staff meetings, the
Directors of other departments be allowed a
few minutes ﬁo introduce themselves and ex-
plain the work of their respective departments.
Also the Planning Director must make an effort
to increase the awareness and understanding of
the staff pertaining to the work of other

agencles and its relation to planning. Commun-

ication 1s a two-way process. Education should

The unilversities from which the planners are born should regquire
course in the art of decision making (Political Science) and
Public Administration.
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be a key to understanding and not a barrier
to comprehension.

5. The internal structure of the Planning Department
should be clarified, following suggestions made
earlier so that understanding of both the planning
process and function may be facilitated.

6. Both of the procedures relating to the capital im-
provement program and the review of referrals would
be made much more effective in coordinating the plans
of each department with the Planning Department, if
the Mayor (present and future) urged, in stronger
terms than past chief executives, that each depart-
ment director cooperate. Also if development pro-
grams pertaining to government activities are to be
effectively integrated with a city-wide plan, the
mandatary referral power should be expanded to in-
clude not only the construction of capital improve-
mehts but the purchase of sale of land or improve-

ments by each department.

Relations with the Public(s):

Direct communication with the many publics is essential
during all stages of the planning process and phases of the
planning function. Both politlical and market processes are
often mute as to community goals, needs and desires. It is
the task of the planner to make the inarticulate articulate,
particularly with reference to the physical development of the

city.
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In essence, the community must be allowed to participate
in the formation of goals and objectives which are later
to be embodied in plans for the physical development of the
city. Since individual reactions depend upon the phrasing
of the question and the alternative presented, both public
opinion polls and voting, while useful leave much to be desired.l
Furthermore, it would be difficult to reflect through voting

procedures or public opinion polls, the desired ordering of

1
Bowen (Harold Bowen, Toward Social Economy, (New York: Rinehart

and Company, 1948), pp. 172-178) realizing that both the market
and political processes must be "amended"' in order to determine
the proper output of social goods, theorizes that 1t may be
possible to quantitatively measure social desires through an
elaborately contrived voting procedure. He assumes that each
individual would be able to express hils preferences in dollar
terms. (Calculations would be made by each voter relating to
the amount of money that he would be willing to "give up" in
order to have an additional quantity of a particular social
utility--for example a classroom). Indifference curves then
would be tabulated and a marginal rate of substitution for the
community calculated.

In fairness to Bowen, he does imply some of the difficulties
inherent within his scheme:

1. Equal intelligence of all the voters cannot be assumed

2. The community may not know all the costs of proposed
projects

3. All the individuals may not be in an equal position to
benefit from social goods (dependent on such factors
as distribution of income, status, color)

4, Many individual needs and desires cannot be expressed
in monetary terms.

Moreover, Bowen's proposal necessitates a vast amount of in-
formation and data being presented to the individuals. As
implied above, not only is the necessary data lacking but the
capacity of man, acting as an indlvidual, c¢ou calculate a com-
plex benefit-cost system producing social utilities is serious-
ly doubted.
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the desired goals and objectives (either cardinally or or-
dinally).1

Despite difficulties, successful procedures have been de-
veloped which enable the public to asslist the planning staff
in deriving community obJjectives. (see recommendations follow-
ing the analysis.)

Analysis:

While the Planning Director has maintained a "complex net-
work of horizontal relationships" with interested community
groups and while during specific projects, such as zoning and
renewal studies, an attempt has been made to develop contacts
with both community groups and individual citizens, there is
no existing formal channel of communication through which the
public could receive the enlightened recommendations of the
planner and in turn the planner could be "educated" as to the
desires and needs of people.

The present Civic Progress Committee has within 1ts ranks
prominent "Bostonians," including representatives of labor,

business and financial interests. However, nelther this group

1Processes must be created which can define adequately the social
welfare (or welfares), allowing the citizen the final choice.
In effect, planning 1s a rational process based upon a con-
ception of the social welfare for allocating land uses. Alter-
native goals prepared by the planner should be ratified by
and through the political process. Once again, 1f planning
is to succeed, it must be located as close to the declsion
making process as possible. Since the Mayor, in Boston, has
legally assumed the major responsibility for the formulation
of policy, the planning department, as recommended earlier,
should be directly responsible in fact to the chief executive.
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nor its eariier prototype, during the Hynes' administration,
the Committee of One Hundred has been effective in articulating
community goals. Large, unwieldly and meeting infrequently,
the Civic Progress Committee canndt offer the necessary channel
to the community.

During specific renewal studles, the services of both the
United Community Service and the various settlement houses with-
in the c¢ity have been utilized 1n seeking out community and
neighborhood feeling pertalining to proposed projects and 1n
preparing the "proper climate" of opinion for  future renewal
programs. Neighborhood meetings have been held at which time
members of the planning staff have particlpated. Although
experience warrants a continuation of this experiment (see recom-
mendation) in order to improve the rapport between the planner
and the citizen, future sessions should be less formal and
smaller in size.

Each division within the Planning Department has during
the course of preparing projects made direct contact with both
individuals and groups within the community. This relationship
has been described, in the vernacular, as one of "give and take,"
wlth the staff members soliciting information and in turn ex-
plaining proposals, alternatives, and programs. Once again,
however, there is‘no continuous, sustained channel of communi-
cation, presently in existence, between the Planning Department
and the Community. As described above, whatever relationshlps
that have existed, with the possible exception of existing con-

tacts with the Civic Progress Committee, related to specific

projects.
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There is a definite need, which is presently not being
met, to "educate" the general public as to the need for planning.
If planning is to effectively guide the city's future develop-
ment, 1t must obviously become politically feasible. Support
for planning efforts should be generated within the community.
In the long run, public support will only be sustained if the
public understands what planning is and why it is essential.

In other words, comprehension will facilitate acceptance. (for
several suggestions relating to the role of the Planning Depart-
ment in educating the community, see recommendations)

In conclusion, day to day contact with the various indivi-
duals seeking information directly from the Planning Department
is one of the most important existing channels open to the com-
munity. It appears that the Administrative Division has been
given the responsibility for meeting the needs of those persons
soliciting information. In actual practice, the procedure is
quite informal and Quite confusing.lk Each secretary has at
times assumed the responsibility as have various indlviduals
within each division. Procedures are definitely lacking which
will insure a quick and intelligent response to requests for
assistance from individuval members of the public.

Recommendations:

The analysis above portrays a situation in which the Planning

1 Confusing both to the individuals who are seeking data, and
oftentimes must wailt patiently while some staff member is found
able to assist them, and to staff members who are often inter-
rupted in order to furnish informatlon.
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Department's relations with the community are fragmented

and underdeveloped. With these facts in mind, several recom-

mendations are in order:

1.

The present Planning Department is not equipped,

nor should it be, to undertake massive communlty
relations program. Earlier proposals strongly recom-
mended that the Planning~Board; as it 1s presently
constituted, be abolished. Since the Mayor must

be held accountable for his administration, final
responsibility for an official community relations
program should be centralized in his offlce. However,
in the light of the above analysis, public relations
expert versed in planning techniques should be
assigned (organization plan two) specifically to

thé Planning Department. It would be his responsl-
billity working in close coordination with the Tech-
nical Coordinator to develop a suitable and continuous
community relations program. The results would natur-
ally have to be constantly cleared with the Mayor's
office.1

The present Mayor (and future Mayors) should establish
a formal group composed of representatives of business,

labor, and social welfare interest, in order to act

1

Other citles have increased the planning consciousness of the
community by publishing special reports dealing with the need
for planning. This practice should be utilized in Boston.

Also, it is suggested that technical studies be given wider
circulation. Two versions might be prepared: one a detailed
summary directed at the technician; the other a simpler analysis
highlighting major proposals with graphic i1llustrations for
general publlic consumption.
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as an advisory committee both to the Planning
Department and the City Council. Thils committee
would have no authority over the Planning Depart-
ment, but would exist primarily for consultation
purposes. Its membership should be broadly repre-
sentative of the community. Working subcommittees
should be created corresponding in function to pro-
posed planning studies. In order to maintain the
functional independence of this new Planning Board
from the Planning Department and thereby guarantee
a competent and unbiased examination of technical
proposals, this advisory committee should be granted
enough appropriations to engage a consultant or re-
crult a small staff.l

3. In essence, the city is composed of many geographical
areas. Planning projects which relates to specific
locales will be easier to implement 1f citizens with-
in these areas feel that they have at least been con-
sulted in the planning process. Efforts (with speci-
fic emphasis on renewal areas) should be made to de-
velop defective report with individuals and groups in
different neighborhoods. The Planning Department

should continue to work closely with the United Com-

1
The only formal relationships between the Planning Department

and the new Advisory Committee would be the requirement that
official proposals of the Planning Department need be submitted
to the Board before presentation to the Council.
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munity Services and local settlement houses, in
educating the citizens as to the objectives of
renewal. Continuous encouragement should be given
staff members to make presentations of completed
studlies before neighborhood groups.1 It would also
be wise, before definitive plans are formalized,
to review with local citlizens studies in progress.2

4. Both the formation of an advisory committee and the
strengthening of ties with such groups as the United
Community Services willl, no doubt, provide superior
channels of communication to the public than the ones
that presently exist. Each division, however, should
still malntain individual contact with local leaders
and groups during specific proJects.r In order to
facllitate this process, a constantly revised master
1ist of community and neighborhood organizations
should be kept by the technical services section of
the administrative division.

5. Finally, day to day contact with the various indivi-

duals seeking information directly from the Planning

1Allowing staff members to participate in this type of activity
would assuredly increase general morale.
2Formation of neighborhood organizations interested in improving
thelr neilghborhood should be encouraged. Since nelther the
Planning Department nor the Mayor's office 1s equipped to ex-
pedlte the creation of such groups, 1t 1s proposed that the
city appropriate the necessary money to the United Community
Services in order that this organization may "spark'" the
formation of local groups.
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Department 1s probably one of the most important
existing channels open to the community. The
processes involved should not be treated carelessly.
Simple requests for maps and reports can be handled
adequately by one of the secretaries, but individuals
seeking information pertaining to technical studies

or any aspect of the general planning function should
be put in direct communication with a competent planner.
Therefore, it is recommended that one member of the
Administrative Division be given direct responsibility
for the tasks described immediately above.
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CHAPTER SIX - Personnel and Organization - Problems of Morale
The firm of Adams, Howard, and Greeley 1n a report dated
May 7, 1956 (not as yet made public) prepared for the City
Planning Board stated, "the functional organization of the staff
and the allocation of dutlies and lines of authority, is at the
moment less significant than the problem of recruiting and hold-
ing enough professionals with an adequate range of training
and experience."l While this statement was true in 1956, it
would be somewhat misleading2 if applied to the institutional
environment in 1960, for although competent technical personnel
may survive the vicissltudes of the present weak structure, the
battle ﬁill‘take its toll in morale, in the holding capacity
of the organization, and finally most assuredly in the product.
To rephrase the above statement somewhat (with particular ref-
erence to Boston), the functional organization of the staff,
the allocation of duties and lines of authority is interrelated
withandequally as significant as the problem of recruiting
and holding enough professionals.

In general, the professional staff is technically competent

lAdams, Howard, and Greeley, Report on Staff Problems to the
‘Boston City Planning Board (Cambridge: Adams, Howard, and
Greeley, 1956), p.l. (Unpublished report)

2Several times during the course of the author's many interviews,
the interviewees, while recognizing the difficulties pertaining
to the present internal structure, maintained that the problems
relating to personnel were of greater importance. Theilr arguments
were often buttressed by reference to the Adams, Howard, and
Greeley Report (1956). This attempt to segment the two problems
was disturbing. It is the author's firm belief that, especially
with reference to the present situation in Boston, both the
deflclencies related to the structure and the problems associated
with the employment of competent personnel are quite inter-
related.
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and highly educated. A count1 portrays a total of forty-four

degrees among thirty lndividuals, with fifteen graduate degrees2

and twenty-nine undergraduate degrees. Problems related to

personnel primarily pertain to morale. It 1s obvious to even

the most casual observer that the spirit of the staff (in-

cluding the non-professionals) is quite low. After interview-

ing all staff members, and analyzing the questionaires, it

appears that there are several reasons for this fact, some of

which have been described earlier.

External:
1. The political environment in Boston, ac-
cording to most members of the technical
staff precludes any sense of real achileve-
ment.
2. A Planning Board which does not comprehend
even the most rudimentary aspects of planning.
3. Lack of a clearly defined structural relation-
ship with other city departments which, in
effect, prevents the effective implementation
of plans relating to the physical development
of Boston and also creates a disturbing "ivory
tower" feeling on the part of staff members.
Internal:

1. No clear statement of goals or work program.

1Refer to Table one in the Appendix.

2

Community Planning 1s the only division without an MCP below
the level of Chief. Intradivision integration of projects
and interdivision coordination is impeded because of the lack
of general planning expertise in this group.
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2. Lack of leadership on all levels.

3. "Fuzziness" and extreme pliability in the
internal organization.

4., Weakness of the intradepartmental communi-
cation network.

5. Low salaries lncreasing vertical mobllity
and migration. (High turnover -- low hold-
ing capacity)

6. A Civil Service which disregards recent
advances in personnel management techniques.

External:

Recommendations were made earlier pertaining to relation-
ships between the Planning Department, the Mayor, the Board
and other departments. While the Boston political climate 1s
not the best, it behooves the planner to understand the poli-
tical processes involved in decision making. Comprehension of
the complexities and the delays involved in the latter would
serve to lessen the mythical distance between the politician
and the planner. If planning is to be effective, it must first
understand and then permeate the political process.

Internal:

(Goals - Program) In order for a sense of personal achleve-
ment, so necessary for good morale, to saturate the department,
criteria Judging individual and group performance must be created.
The latter can only be based upon a consistent set of depart-
mental goals and established programs necessary to achlevement.

Once enumerated and defined, the ends of the organization
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need reach every member. If the staff is to be motivated, the
leadership must exemplify proper inltiative. There is evidence1
that, with few exceptlions, supervisory personnel have neglected
their responsibility to communicate effectively with lower
grade personnel.2 This communication31s necessary if indi-
viduals employed by the departments are to feel a sense of be-
longing, if they are to identify, in part, their own goal
system with that of the organization. Finally, staff members
must be made to feel that they are contfibuting to departmental
decision making. In effect, 1t most certainly would be easier
to justify a program to the staff, i1f after 1ts original form-
ulation by the Director and the Chief Planners, it was subJjected
to the staff for review. Knowledge and acceptance of the end
system and program would assist in the creation of a self-
imposed desire for coordination, thus negating the need for a
constant application of formal authority.

(Structure) Together with the establishment of goals and
programs, the internal structure of the Boston Planning Depart-
ment must be formalized. While 1t is true that the department

must be able to adapt to program changing and the quality and

1'I'he response to the questionnaire more than incurred this lack
of leadership. ' Only the Comprehensive Planning Division seems
to be functioning effectively.

2 More than enough discretion has been granted, but upon analysis,
it appears that leadership has been in general confined to petty
details, rather than general direction at the outset, advice
during a project, with jJoint review after completion of the latter.

3Indices for determination of proper leadership work: (1) Degree
and type of direction; (2) degree of individual participation
in division meetings; (3) presence of a division work schedule;
(%) knowledge of how division projects fit into department
programs.



Page 105

quantity of personnel, there is no excuse for the present
degree of fluctuation in structure and the functional alloca-
tion of responsibility. Both answers to the questionnaire and
replies garnered during follow-up Interviews suggest the gener-
al feeling of disorientation as to formal responsibility and
functions, diminishing the sense of identity with the depart-
ment. Very few staff members were accurately able to describe
the organizatlion chart or their own relation to 1it.

A well structured department, as related earlier, not only
facilltates the achlevement of the end of the planning function,
but leads to a wider understanding and appreciation of both
the process and function, thereby increasing the motivation of
staff members.

"Each member of the organization must have
as good a comprehension as possible of the
relationship of his particular function

and responsibility in the organization to
that ultimate purpose, if hls work 1is to be
done intelligently and effectively."l

(Communication): A viable communication network, formal

and informal, 1is necessary if the flow of authority is not to
be impeded. It 1s also vital 1f good morale is to prevade
throughout the department. Earlier, recommendations were made
to improve the formal transmission of authority, ideas and
information. In addition, several suggestions will be enumer-
ated below to improve the morale and motivation of the profes-
sional and non-professional (utilizing the communication net-

work) .

1
Gaus, John, The Frontiers of Public Administration (Chicago:
University of Chicago Press, 1936), p.67.
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The department has been remiss in developing the ability
of those individuals presently employed. There are no formal
methods for the continuous training and development of mem-
bers of the staff. Since most of the technical staff are
recent graduates of higher educational institutions, cre-
ative on the Job tralning programs would serve to bridge the
gap between the classroom and reality.

In essence, the means are available to builld into the com-
munication network an ideal in-service training program. With
this thought in mind, several suggestions are in order:

l. Orientation: At present, the newly arrived

employee is not exposed to any significant
and worthwhile orilentation program. ZEach
individual should spend his first six months
rotating between the different divisions.
This would serve to "brief" him both as to
the existing planning function and the
planning process. Supplementing this, the
chilefs of each division should, without
becoming supercilious, assign challenging
tasks aimed at developing as quickly as
possible the latent capabilities of new
staff members.

2. Rotation: Once the orientation period is
over, a programed schedule of rotation should
be substituted for the existing "hit or miss"
system. This would serve: (1) To give staff

members a comprehensive view of the planning
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process and function; (2) to develop latent
capacity; (3) to bridge any gap which may ex-

ist between long and short range planning.

As a guide, it is recommended that lower grade
personnel be rotated every six months, with
supervisory staff members revolving positions

on at least a yearly basis. Also care should

be taken in allocating functions so that staff

members can benefit from the assignment of
challenging, but not impossible, projects.

3. (Meetings): In general, the quality of staff

meetings should be improved. The preparation

of a careful agenda for all general and staff
meetings would serve to expedite their execution.
No doubt, these sessions, if properly planned,
can be highly educational. As mentioned earlier,
they will also serve to coordinate the programs
of the department.

(a) General Staff Meetings: These sesslons,
including all the department personnel,
should be of the informative type. Pre-
sentation of detailed technical data
should in general be avoided. These meet-
ings should be utilized to highlight the
general recommendations of completed pro-
grams. Movies and illustrated talks would
help to improve the report between the

staff and program leaders.
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(b) Staff Meetings: Staff Meetings should be
utilized for the detailed technical an-
alysis of studies in progress. These
sessions should be limited to profession-
al staff members.

(c) Division Meetings: The content of these
sessions should depend upon the desires
of each division chief. However, in
general, these meetings should be utlilized
to develop an in-group feeling of pride
and achievement in the work being prepared.
Much will depend upon the leadership of-
fered by the Division Chiefs. Freedom of
discussion should be encouraged during
the sessions so that all "gripes'" and dis-
satisfactions pertaining to the work which
may be latent in the individual member would
be drawn out. There 1s too much evidence
that presently these meetings are treated
too casually by the Chiefs and have become
but amusing diversions for staff members.

4. Conferences between the Director and the Chilefs should
be utilized, in part, to instill the principle of
group leadership in the Chiefs. Again, as stated
many times above, many of the Chief Planners, while
technically competent, have avoided the responsibilities

assoclated with administrative management and leader-
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ship of personnel. The educational institutions,
from whence they came, are partly at fault for
negating thelr responsibility to impart the impor-
tance of a proper understanding of management
techniques. It is up to the Director, relying up-
on his own knowledge and experience, to inculcate
both the necesslity for leadership within each di-
vision and knowledge of the processes associated

with administrative management.

Courses 1n Outslde Educational Institutions: Greater
Boston 1s fortunate in having within its boundaries
two of the foremost planning institutions. Supple-
menting them, there are several colleges and uhiver—
slties offering excellent studies in the socilal
sclences, public adminlstration, and economics. While
obviously any large scale formal training-education
program outside of the department is unlikely (and
not realistic), certainly selective individuals could
be given, on a rotating basis, one hour or two free
time each week, if they desired to attend particular
courses which the Director felt would benefit their
development as planners. This approach, if carefully
applied, would increase the morale of those partici-
pating in the program and therefore the long range
goal of the Planning Department.

Misunderstanding of the political processes involved
in decision making seriously weakens the communication

between the planner and the politician. While formal
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communication exists only at the higher levels
(between the Planning Department), the Mayor, the
Councll, and the other city departments), the
effects of misunderstanding permeate the whole de-
partment, taking form in lower morale and despair.
It would be wise if the Director or someone chosen
by him during staff meetings devoted some time to
explaining the political art of decision making.
Complemehting this proposal, the Directors of other
departments should be invited to attend and partici-
pate 1n selected staff meetings.

The informal communication network has been neglected pur-
posely to date. It i1s felt that: (1) if the organization's
functiqnsvand responsibllities are clarified! (2) if consistent
goals and programs are prepared; (3) 1f the formal communication
network functions in the proposed manner, then the informal
grOupingsl which presently exist within the Planning Department
will not impede its effective operation.

Presenﬁly, the planners (those educated specifically in
planning) because of a common educational background appear to
have formed at least an informal amorphous social and working
alliance, which has hindered their rapport with non—planners2

on the staff. Within this broader group, those professionals,

1.00hesive social or working groups based on friendship, person-
ality, shared ends, similar education, which exists alongside
the formal organization's structure.

2
The personnel mentioned above may have a planning title but
were not speciflcally educated in planning.
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who have graduated from the Massachusetts Institute of Tech-
nology (approximately one-third of the technical staff) seem,
at least in the eyes of non-Massachusetts Instltute of Tech-
nology graduates, to have gravitated together to the exclusion
of the rest. Naturally there are, of course, countless other
subgroups permeating the department based on such factors as
personality, friendships of wives, age of children, simllarity
of functional responsibilities and geographical location.

Informal groupings are qulte natural and only disturbing
if they impede the effective operation of the staff. As im-
pllied earlier, there 1s evidence that there 1s a chasm between
the professionél and non-professional, between the M.I.T.
planner and the non-M.I.T. planner. Certalinly, thils distance
must be bridged and the suggestions made immediately above
and in the chapter on the communication network provide the
bases for better intrastaff communication and understanding.
An attempt, however, should also be made when selecting full-
time personnel to draw upon the talent avallable from other
planning universities besides the Massachusetts Institute of
Technology. If this is accomplished, 1t would broaden both
the educational and experience base presently existing within
the Planning Department, while at the same time lessening the
general image that the department is a finishing school for
the afore-mentioned institution.

Finally, the relationships between the clerical and profes-
sional staff leave much to be desired. While Clvil Service

standards generally demand a lower Aagree of competence in
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secretarial employees than private buslnesses, the secretaries
at the Planning Department, 1f properly motivated, appear to
be quite able to handlé thelir general responsibilities. The
present problems pertaining particularly to the low morale

1 to the lack of any

of the clerical staff relate primarily
real communication between the professional staff and the
secretaries. Frequent delays encountered in meeting staff dead
lines for typing and reproduction work are chiefly due to the
lack of a preplanned work schedule. Intruslons caused by
emergencies would be less obtrusive if major responsibilities
of the clerical staff were based upon a schedule. Lack of
proper supervision is obviously related to the above difficultles
and suggestions were made in Chapter Three to improve the sit-
vation.

In conclusion, as stated above, the primary difficulty is
the lack of communication. The staff, perhaps because of a
superiority complex resulting from a colleglate background,
casts frequent aversions on the ability of the secretariles.
There seems to be no initiative emanating from the professional
to breach the chasm that has developed. On the other hand,

the members of the clerical staff have not exemplifled either

the proper motivation for the supplementary feeling of in-group

1Salary levels for secretaries are comparable to those earned
in private enterprise and therefore are not a contributlng
factor to low morale. It appears (information received from
several employment agencles and private firms) that the

salary range for secretaries-stenographers in the Boston area
lies between sixty-five and ninety-five dollara a week. For
a comparison of present salaries of those secretaries employed
at the Boston Planning Department with previous years, see
Appendix, Table Two.
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pride, so necessary for the development of latent abilitiesl

and the competent performance of assigned functions. In order
to ameliorate many of the problems analyzed above, specific
recommendations were made in Chapter Three. In substance,
they are repeated below:

(1) Individual secretaries should be assigned on
a rotating basis to each division.

(2) The structural location of the clerical staff
should remain within the Administrative Division,
responsible to the Administrative Coordinator.

(3) A practical work program should be developed
by the Administrative Coordinator and the Chiefs
in order to prevent either ovefloading or its
opposite under utilization of the clerical staff.

(4) Secretaries should be required to attend general
staff meetings.

Salary Schedule: - Turnover

The effect on morale of the present salary schedule is not
easy to determine. It would be much to faclile to attribute the
present climate of opinion entirely to current payroll standards.
Certalnly, the other difficulties related to structure and com-
munication system affect staff initiative. Since, however, pro-

fessional planners are still a rare commodity and able to com-

1
Several complaints were aired as to the inability of secre-

taries to take shorthand and dictation. To the best of my
knowledge, four out of the six secretaries can do the latter,
but have either not been asked or overtly shown a desire

to do so.
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mand a seller's market, if Boston is to attract and hold
qualified planners, compensation rates must equal or be

above those offered elsewhere. (See Table Three in Appendix)
That the budgetary appropriations for salariles are not real-
istic is connoted by the high rate of turnoverl associated with
the Planning Department.

February l-of each year 1957 1958 1959 11960

Staff 19 23 31 32
Holdover (previous year) 9 14 23
Additional 14 17 9
Turnover 52% 39% 25%
Staff expansion 21% 349 03%

No doubt the excessive amount of resignations and replace-
ments have in the past been partially responsible for the con-
stant rearrangements of structure, programs and personnel, making
internal communication difficult.

While salary standards are difficult to derive, a compar-
ative sample of fourteen2 agencies prepared by the American

Society of Planning Officials (1959), reporting seven positions

1Again there are other reasons which were described earlier con-
tributing to the turnover rate, but in the process of interview-
ing individuals who have accented vositions elsewhere, it ap-
peared that a higher remuneration wa the principal catalyst
behind the decision to leave.

2‘I‘he fourteen cities and counties used in the ASPO report were:
Alleghany County, Pennsylvania, Baltimore County, Maryland, Boston,
Massachusetts, Cincinnatl, Ohio, Detroit, Michigan, Detroit Metro-
politan Area, Regional Planning Commission, Michigan, Kansas City,
Missouri, Los Angeles, California, Los Angeles County, Louisville-
Jefferson County, Kentucky, Milwaukee, Wisconsin, Philadelphia,
Pennsylvania, Washington, D.C. and Wichita-Sedgwick, Kansas.
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similar to Boston show that pay rates at the Planning Dzpart-
ment are scaled near the gottom of the 1list for each position
(see Appendix, Table Three). A general comparison is portrayed
below:

Comparative Position of Boston Pay Scales
in relation to other departments in the ASPO study

teves>  Mean  Boston'  Median
1 $13,933 $13,035 $14,229
2 11,238 9,937 10,470
3 10,051 8,815 10,240
4 9,622 T,575 10,290
5 8,135 6,530 7,692
6 6,747 5,655 6,900
7 5,668 4,830 5,481

Another obvious problem related to salaries is the lack

1In arriving at the 1list shown in the Appendix, Table Three,

Boston was given the benefit of comparing their 1960 figures
(which include a pay raise) vis a vis the 1959 pay schedule

for the other fourteen agencies. Even so, the Boston agency
still appears no higher than ninth out of possible fourteen

agencles (for any position).
2

American Society of Planning Officials, Planning Advisory Ser-
vice, information report number 121 (Chicago: American Society
of Planning Officials, April 1959), p.li.

3‘I‘he fourteen agencles are the same fourteen which are enumerated
in footnote two on page 114.

4Boston figures were arrived at in the following manner: The dif-
ference between the highest and lowest figures found in the salary
schedule (1959) was divided by two with the result added to the
lowest figure.



Page 116

of personnel specifically educated in planning. While the
exact ratio of individuals with a planning degree as opposed
to those without one is quite flexible, surely more than the
present thirty-six percent of all staff members (eleven out
of thirty exclusive of secretaries) should have completed a
graduate planning program.

Although a detailed study of personnel needs was not made
during the course of this study, it appears obvious, consider-
ing the functions assigned to the department, that the present
staff is definitely undermanned. In a recent analysis prepared
by the Research and Comprehensive Planning Division (see Table
Four in Appendix), a figure of one hundred and forty-six needed
positions was derived. This 1s, in the light of present and
forseeable circumstances, rather outside the realm of possibi-
lity. However, an eventual increase to at least fifty indivi-
duals (including secretaries) should be sought.1

In conclusion, it seems apparent that if qualified indivi-
duals are to be attracted to Boston and remain with the depart-
ment, not only do improvements have to be made in the internal
structure and its components, but a substantial ralse in salary
levéls is warranted. (The present salary scale 1s shown in the

Appendix,'Table Five,together with the rates for 1952 and 1958.)

Of the added personnel, two chlef planners are definitely needed
as is a technical coordinator. There also appears to be a need
for junior grade professionally educated planners. No detailed
recommendations are being made, however, since it was not pos-
sible within the defined scope of this thesis to complete an
intensive analysis of personnel needs.
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Civil Service: - General Observations on Position Classifi-
cation and Compensation Plan

Civil Service classificatlions are correct 1in distinguish-
ing city planning positions from other technlcal professions.
Strict application, however, of many of the general regulations,
conceived in the embryonic stages of the Civil Service and
therefore quite protective in nature, have impeded anq will
continue to impede the recruitment and selection of qualified
personnel. In general, Civil Service rules "rob" the Director
of much needed administrative discretion, particularly pertain-
ing to pversonnel.

General Description, Civ®l Service:

The Civll Service Director has the responsibility for the
preparation of eligibility lists based upon either qualifying
or competitive examinations. He also has the responsibility
for determining final specifications and qualifications for
any offlce or position submitted for classification. "Examin-
ations shall be conducted under the direction of the director,
who shall determine the form, method, and subject matter there-
of; provided, that they shall relate to matters which will
fairly test the fitness of the applicant actually to perform
the duties of the positions for which they apply."1 Oral in-
terviews are to be given no formal weight in the selection of

individuals. Provisional appointments are allowed, if no lists

1Division of Civil Service, Civil Service Laws and Rules
(Boston: Commonwealth of Massachusetts, 1958), p.1l.
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are avallable, but must be terminated after the establishment
of such a 1list and in no case can they be made for longer than
six months.

The Director 1s given discretion to waive competitive
promotional examinations for an employee provided that he has
spent "three years in a lower grade; 1s the oldest employee,
the seeond oldest employee, or the third oldest employee 1in
the length of service, and that such employee passes a quali-

"l However, the

fying examination prescribed by the Director.
latter regulations, giving welght to seniority are not mandatary.
Competitive promotional examinations may also be given within
the department. If an eligibility 1list is not established,
the test 1s then opened to individuals from other departments.2
Veterans are given special preference, in that once passing
the prescribed examination, they are entitled to be placed at
top of the 1list (with disabled veterans getting first prefer-
ence). Also "whenever, a provisional éppointment is authorized
by the director... no person other than a veteran shall be ap-
pointed unless the appointing officer cannot find a veteran
qualified for the position who will accept and so certifies to
3

the director."”

Appointment or promotion of an individual whose name 1s not

highest on the list requires a written statement which must be

1
Ibid., p.1lh4.

2Only if no lists are established may appointments be made with-
in the department without the need of an examination.

3Ibid., p.23.
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flled with the Director of Civil Service. Finally, dismis-
sals or demotlions in rank require a statement in writing from
the appointing authority plus a hearing, if requested by said
employee, before a member of the Civil Service Commission or
a disinterested person designated by the Chairman of said
Commission.
Comments: Clvil Service
A centralized Civil Service Commission should be confined
to the preparation of general rules for the management of per-
sonnel and the administration of said;rules. It should, in
general, be a facilitative body, assisting in thé development
of an adequate program for personnel rather than a protective
organization cast in the role of a policeman.
With the above in mind,suggestions for improvements in the
present system are in order:
1. In order that the Planning Department may recruit
qualified personnel based on its needs, the Planning
Director should have more responsibllity than is
presently allowed in determinling the content, scope
and welght, of competitive examinations%
2. Oral interviews should not be discounted in the
selection of personnel. While the examination
results together with the quality and quantity of

experience should take precedence,a well prepared

Ibut of a total of five points, experience counts for two and
the exam, three, when the applicant is beilng graded. This
welghting is consistently applied to all positions. Experience
is less important in lower grade positions than it is with
supervisory grades. It 1s suggested that the weighting system
be applied in a differential fashion with experience becoming
more important in the higher positions than the examination.
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interview is a useful administrative device in
"sizing" up a candidate's ability, especially if

the individual in question is applying for a position
which requires a great degree of personal contact
with outsiders.

3. At present, it appears that all of the tests, com-
petitive or qualifying, attempt to measure achieve-
ment rather than capacity for growth. For lower
gradel positions, however, 1t seems obvious that
tests should try to measure aptitude rather than the
present level of achievement. These positions are
growth posltions and should be treated as such.

4. No constant passing mark should be set for all com-
petitive examinations. Each scheduled test should
be treated differently, with the number of positions
open determining successful applicants. From the
lists prepared, the Director should have a free
cholice with no requirement to submit a written state-
ment, i1f he should select an individual who 1s not
at the top of the list. Thus the stigma and the
demoralizing effect of falling an examination would
be avoided.

5. If an individual selected on a provisional basis has

completed a successful probationary period, there 1is

1

As one proceeds up the position hierarchy, the tests should be-
come equal in emphasis and measure both aptitude and achieve-
ment.
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no need to subject him to an open competitive exam-
ination. Personnel selected on a provislonal basisl
should after serving six months of satisfactory ser-
vice be allowed to take a qualifying examination,
which if passed, would allow them to become permanent
employees.

6. Seniority and quality do not necessarily go hand in
hand. While maintenance of morale requires some recog-
nition of the years of service of those staff members
already employed, the planning process and function
necessitates the constant application of the minds
of superilor individuals. Promotional opportunities
should first be offered within the department. A
base period should be derived, perhaps a year, be-
low which no individual would be entitled to take the
examination. Above the base period, the réquire-
ments for each position should govern. Instead of
competitive examinations, all intradepartmental tests
should be of the qualifying type, with the Director
making the final determination as to the promotion
of personnel. If in the above process, employees
having seniority are by-passed, the Director should
make every effort to explain his reasons for doing
so to those individuals in question. Should no
eligible list within the department be established,

1
These individuals would be selected because no eligibility lists
are available.
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competitive examlnations, open to all, would be
held. Implementation of the above suggestions
would allow the Director more flexibility in the
placement of personnel and it would also substitute
competition within an individual for rivalry among
staff members.

7. The scarcity of competent planners does not permit
such "buy American" regulations as the provision
within the Civil Service rules preventing the
permanent employment of qualified foreigners.(If
an individual from the states becomes eligible
through the process of passing a competitive examin-
ation, any employee from a foreign land must be dié~
missed.) o

8. No one® will deny that veterans should be accorded
some special privileges. The provisions, h&wever,
as they presently read, are too discriminatory and
could impede the selection of qualified planners.

It 1s recommended that veterans be given a number

of points which will be applied to their examination
mark at the outset. If with these extra points they
are able to qualify for appointment then the Director

of Civil Service should so certify them. However,

1Since all young men, except disqualified by infirmitiles, are

presently required to serve theilr country in some manner,
veterans' preference may eventually become superfluous. However,
while 1lnequalities in length of service still exist because of
recent wars, and while there are veterans disabled as a result
of thelr stay 1n the service, some distinction is necessary.
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no veteran should ever automatically proceed to the
top of the eligibility list.

In conclusion, the goal of the many proposals in the above
paragraphs (pertaining to the Civil Service) 1s to improve the
quality of the personnel employed by the department. To do
this, the Planning Director, who has final responsibility for
the policy and programs of the departments, should be given
wider amount of latitude in the selection, development and de-
motlion of individual staff members. Finally, no programs re-
lating to personnel will succeed without viable recruitment
policy. There is evidence that the Planning Department has
not actively sought qualified applicants for vacant positions.
More proselytizing is essential if Boston 1s to attract competent
planners. The first step in developing a sultable recrultment
program would be to establish a closer liaisonamong all of the
institutions of higher learning granting planning degrees.

Once salaries are adjusted, and the functions and structure of
the organization are clarified, Boston should be able to com-
pete with most other planning departments for personnel.

Observations as to the Position Classification and Compensation Plan:

In essence, personnel and compensation plans are integrated
phases of the management process and should be treated as such.
After a careful and intensive analysis of both the classification
and compensation plan presently in effect, the following brief

observations are in order:t

1In the Appendix, two classification plans are presented. Both
are thought to be free of the inconsistencies and weaknesses
described above. They should be studied not as a definitive
program, but only as a suggestion of possible revisions in the
present plan.
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Compensation Plan: - (Recommendations have already made to in-

crease the general level of salaries.)

1. In the past, wage increases have been uniform for

all positions. Similar dollar increases for all
‘ positions tend to becloud differences in responsi-

bilities and grades. Once proper distances are
declded upon distingulshing different positions
according to the level of authority and responsibi-
lity, it would be more meaningful if salary increases
bear some relation to base pay and the scalar hier-
archy.

2. The present span of years between the entering
salary and the highest achlevable compensation with-
in the same grade is much too long (a period of eleven
years) with rather insignificant increments. No lati-
tude is given the Director to develop incentive through
changes in the remuneration for each position. In
general, length of service, rather than achievement,
determines compensation within each grade. Perhaps,
it might be wise to experiment with achievement incre-
ments. Seniority based raises should be related to
a span of six years rather than eleven, with an in-
crease due after three years}' Incentive increases 1n
salary could then be offered between the first and

third years, and between the third and sixth years.

1
No doubt, in order to be made meaningful, step rate increases
should be larger, corresponding to general salary increases.
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3. In order that salary levels parallel experience
and educational requirements, the compensation plan
should be revised so that renumerations at every
step in grades with more allocated responsibilities
' and authority are higher than in lower grades.

Position Classification Plan:

1. Confuslion exlsts as to the present value of a pro-
fesslonal planning education for different positions.
For instance, a Master's Degree in City Planning
is equated with four years of experience of a Junior
Planner and six years for a Senior Planner. On the
other hand, a Bachelor of Arts Degree in City Planning
i1s valued at five years' experience for a Senior
Planner. A classification plan should be so created
which gives due recognition to the_importance of
graduate education in planning.l The latter should
be distinguished at all levels from undergraduate
training in City Planning and graduate or under-
graduate programs in related fields. Moreover, the
quality and quantity of both edugation and experience
should be related, at all levels, to the type of res-
ponsibilities and functions assigned to each position.
1Planning is a profession and, like most other professions, should
requlre a high level of competence. While professional planning
education is not a complete necessity, 1ts value should be recog-
nized and due credit given to those who possess it. If exper-
ience 1is to be substituted for education in order to qualify for
any position, the quantity and quality of such experience should

be such as to impart a knowledge commensurate with that gained
through education.
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Finally, as the responsibilities allocated to such
position grow in complexity, more weight should be
given the quality of experience than the quantity.
It should be recognized that in most cases all ex-
perience below the level of Junior Planner is sub-
professional. Therefore, the experience require-
ments for Planning Assistant should not, as they now
do, suggest the need for professional plannlng ex-
perience. In effect, the Junior Planner's position
should be firmly established as the entering position
for graduate city planners. In the classification
proposals (see Appendix), it 1s suggested that the
Master's Degree in City Planning equal six years of
planning experience below the level of Junlor Planner.
There are presently nine classified positions with
seven different levels in the hlerarchy. It 1s sug-
gested that the position of Junior Planner Analyst
could be easily combined with that of the Junlor
Planner and that the position of principal planner
could be abolished. The above proposals are made
principally in order to simplify the present scheme
and allow qﬁalitative distinctions as to the respon-
sibilities assigned and compensation allocated to
different positions.

Substitution of professional experience in related
fields for planning experience is clearly warranted.

However, the degree of substitution permitted and
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the quality of experience necessary should be clear-
ly defined. In many cases, particularly with refer-
ence to positions 1in lower grades, professional ex-
perlence in related areas surpasses in value sub-

professional experience in planning.
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SUMMARY OF MAJOR RECOMMENDATIONS: - for elaboration, see re-
lated sectlion in thesis

1. Planning Process and Function:

(a) The planning process, consisting of five interrelated
processes: (1) research; (2) goal formulation; (3) pro-
graming; (4) implementation; (5) feedback, must per-
meate the defined planning functions.

2. Boston Planning Board:

(a) It was recommended that the Boston Planning Board be
abolished and in its place the Mayor should appoint an
advisory group to both the Council and the Planning
Department. This reconstituted board would have no formal
authority over the department.

3, Coordination through Structure: - (Internal)
(a) Organization plan - 1 Immediate Implementation

1. At the apex of the Planning Department should be
placed a Planning Director responsible for overall
policy development, general staff coordination,
lilaisonwith the Mayor, departments and the public.

2. The present position of Planning Director should
evolve into that of an administrative coordinator.
The latter individual would be responsible for the
development of administrative policy and the coordina-
tion of the administrative division.

3. The library should be made the responsibility of
the Administrative Division.

4, The two remaining Chief Planners should immediately

assume the positions of technical coordinators, each
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responsible for two divisions. Personnel assigned to
the graphics section presently located in Regional
Division should be made directly responsible to the
Chief Planners.

5. There shall be five divisions organized by purpose with
major differentiation being that of time (long range
planning, intermediate and current planning). These
divisions should be called: (1) research; (2) compre-
hensive planning; {3) development planning ; (&) project
implementation; (5) administrative. The Administrative
Division should be the locus of two sections, one
technical services and the other general housekeeping.
Individual secretaries are to be assigned to each division.

(b) Organization plan - 2 - Ultimate (Recommendations 1, 2, 3
and 5 above would remain
the same,)

1. A Technical Coordinator would substitute for the two
Chief Planners. His principal responsibility should be
to coofdinate technical studlies. The two Chief Planners
would each direct one of the five dlvisions, along with
three other individuéls of the same rank and qualifications.

2. The Technlcal Services section of the Administrative
Division would be responsible to the technical coordina-
tor as would the personnel assigned to the graphics section.

. Coordination through Process:
(a) Policy,.Program, Leadership
‘1. The Planning Director should assume responsibility for

the immediate preparation of a department pollcy and
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program (see Table Six for proposed functional alloca-
tion of responsibilities for each division). A firmer
administrative grasp is needed on present department
affairs. -

2. An effort by the Planning Director should be made to
impart the importance of coordination and the principles
of democratic leadership to all senlor personnel.

3. The Director should take a more personal interest in in-
dividual staff members.

(b) Communication Network:

1. Continuation of Monday morning meetihgs between the
Chief Planners and the Director. After appointment of
a Technical Coordinator, these Monday morning sessions’
would include the Technical and Administrative Coordina-
tors plus the Planning Director.

2. The Director should meet with one division approximately
every week for informalvreview purposes. »

3. General staff meetings for all the personnel within the
department should be held at least once a month.

4, staff sessions, at which only members of the Profession-
al staff are present, should be held periodically. (at
least when specific projects are completed).

5. An iﬁformal meeting of Division Chiefs should be scheduled

" every Friday in order to coordinate division programs .

6. Informal bimonthly meetings primarily for review purposes

should be encouraged between staff personnel of different

divisions.
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11.

12.

Page 131
Formal or informal intradivision meetings should be
programed at least twice a week.
Staff members should-be rotated on a free plan basis,
with‘higher level positions revolving less frequently
than lower grades.
An Administrative Manual should be prepared for staff
distribution containing a statement of administrative
policy.
A daily check of material in circulation should be made
by the housekeeping section of the Administrative Divi-
sion so as to facilitate its availability to staff mem-
bers. '
Delivery of all mail should be the responslibility of
the housekeeping section of the Administrative Division.
Responsibility for the filing system should also be cen-
tralized in the housekeeping‘section of the Administrative

Division.

(¢) Administrative Controls:

1.

The Planning Department should be permitted to develop

a performance budget.

Both general department work program and specific divi-
slon project schedules should be developed.

Division and 1lndividual standards of performance should

be developed.

Responsibility for the procurement of all supplies should
be centralized in the housekeeping section of the Adminis-
trative Division. Division Chiefs should be requlred to
submlt a simple form to the housekeeping unit listing
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needed materials.

5. Reproduction: Responsibility for ordering work to be

completed by outside firms should also reside in the
housekeepling section of the Administrative Division.

5. Relations with other departments:

(a)

(b)

(c)

Upon the demlse of the Planning Board, the Director shall
be directly responsible to the Mayor.

The Urban Renewal Ccoordinating Committee should be restored.
Its functions should be expanded so as to permit informall
consultation on all matters relating to the physical de-
velopment of the city.

The ideas of other departments pertaining to planning
studies should be soliclted and reviewed carefully.

Planning studies should be circulated before completion

for an informal departmental review.

(8) When planning studies relate to a particular aspect

(e)

(£)

within another department's sphere of competence, mem-
bers of the technical staff of the latter agency should
be invited to participate in the project.

The mandatary referral power should be expanded to in-
clude nof only the cénstruction of capital improvements
but also the purchase or sale of land or improvements
by each department.

Directors of other departments should be allowed time
to describe the work of their department before general

staff meetings.

6. Relations with the public:
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(a) Responsibilities for public relations should be central-
ized in the office of the Mayor. Eventually a public
relations expert versed in planning should be recruited
by the Planning Department to work in coordination with
the Mayor's office in the development of a suitable
communlty relations program.

(b) An advisory group to the Planning Department and City
Council should be established which 1s broadly repre-
sentative of community interests.

(¢c) Contacts should be strengthened among the Planning De-
partment and various socilal organizations such as United
Communlity Services.

(d) Members of the staff should be encouraged to make formal
presentations of completed studies before neighborhood
assoclations and community groups.

(e) Procedures for meeting direct demands for information and
data from individuals Journeying to the Planning Depart-
ment should be formalized. Simple requests for maps and
reports can be handled adequately by one of the secretaries,
but an individual seeking information pertaining to tech-
nical studies should be put in direct communication with
a competent planner. The responsibility for servicing
directly the public's needs for specific technical infor-
mation should rest with the technical services section
of the Administrative Division.

7. Personnel and Organization:
(a) General improvement of leadership, at all levels, is needed.

(b) The improvement of the present structure and the establish-
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ment of department goals and programs is an important

aspect of any plan to improve morale.

(c) Programs to develop the ability of staff members should

be devised.

1.

The first six months of employment should be

devoted to a preplanned orlentatior..period. Fre-
quent rotations among individuals in different
divisions and the assignment of challenglng respon-
sibilities would facilitate the development of latent
ability.

Staff rotations should be programed. As a gulde,

it is recommended that lower grade personnel be
rotated every six months, with supervisory personnel
rotated at least yearly.

Staff meetings should be utilized for educationsl
purposes. General lmprovement of the quality of

staff meetings is required.

. Conferences between the Director and the Chief

Planners should be utilized, in part, to instill the
principles of group leadership in the latter indivi-
duals.

Selected individuals should be given "time off" each
week to attend courses in outside educational in-
stitutions.

The Director or someone else selected by him, should
explain the political art of decislon makling to mem-
bers of the staff seeking thereby to increase their
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understanding of this process.

(d) An attempt should be made to recruit individuals from
a wider range of planning institutions than at present.

(e) Secretaries should be assigned on a rotating basis to
each division.

(f) If qualified individuals are to be attracted to Boston
and remain with the department, a substantial raise in
salaries 1is necessary.

(g) Civil Service:

1. The Planning Director should be given more responsibll-
1ty than presently allocated in determining the
content, scope, and weight of competitive examination.

2. Oral interviews should not be discounted in the
selection of personnel.

3. For lower grade positions, tests should try to measure
aptitude rather than achievements.

4, No constant passing mark should be set for all examin-
ations. Each test should be treated differently with
the number of positions open determining successful
applications.

5. Competitive examinations should not be required of
_employees selected on a provisional basis after they
have served a successful probationary period.

6. Promotlonal opportunities should be offered first
within the department. A base perilod, perhaps a
year, then could be created, below which no individual

would be allowed to take the examination. Above this
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base period, the regulations for each position
should govern.

7. Competent planners, who are not American citizens,
could not be prevented from achleving permanent
status.

8. No veteran should automatically proceed to the top
of the eligibility list after passing an exam. It
1s recommended that veterans be given a number of
points which wlll be applled to examination marks.

If with these extra points, veterans are able to
qualify for appointment, then the Director of Civil
Service should so certify them along with the other
successful applicants.

(h) Compensation Plan:

1. Salary increases should bear some relationship to
base pay and the scalar hierarchy.

2. It is recommended that the span of years between the
entering and the highest achievable salary be reduced.
Achievement increments should also be experimented
with.

3. Renumerations at every step in each grade with more
responsibility and authorlty should be higher than in
lower grades.

(1) Position Classification Plan:

1. Emphasis should be gilven to the importance of planning
education. The quality and quantity of education and
experience required should be related to the type of

responsibility and functions required, for each position.
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Junior Planner positions should be firmly establish-
ed as the entering position for graduate city planners.
There are presently nine classified positions with
seven different scalar levels. Suggestlions were made
for simplifying the classification plan. It was
proposed that the positlion of Junior Planner be com-
bined with that of the Junlior Planner Analyst and
that the position of Principal Planner be abolished.
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Conclusion:

"There are at present two broad approaches to administrative
problems: one is to improve organization structure, procedures,
and systems; the other is to be develop human relationshilps
that will automatically make people want to work, even if it
is necessary to surmount obstacles flowing from poor formal
organization."l In essence, in analyzing the Boston Planning
Agency both "approaches" were utilized. Early 1n the course of
this study, deficiencies in structure became readily apparent,
as d1d weaknesses in the pattern of human relations. In sub-
stance, repeating what was stated earlier, the difficulties
related to the functional organization of the staff, the allo-
cation of dutles and lines of authority were interrelated with,
and equally as significant as, the problems pertaining to per-
sonnel morale.

As the reader no doubt has observed, numerous recommenda-
tions were made which willyaffect both the present structure
and administrative processes. This study was a critical analysis,
but hopefully one leading to positive results. Proposals were
made which, if implemented, would facilitate the development
and coordination of future planning programs; improve staff
morale; and enable the Planning Department to compete with other
planning agencies for competent personnel.

Finally, in conclusion, during the months preceding the

completion of this thesls, several score interviews were held

leiffner, John M., and R. Vance Presthus, Public Administration,
Third ed. (New York: Ronald Press, 1953), p.149.
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with different members of the Planning Department, at all
levels of the hierarchy. The author was also permitted to
distribute a questionnaire to each individual on the staff.

Full cooperation and encouragement were given by both the

present Administrator and Director and for this, the author is
‘deeply grateful. It is sincerely hoped that as a result of
this analysis, both the Planning Process and Function 1in Boston

will be strengthened.
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APPENDIX
TABLE ONE
EDUCATIONAL BACKGROUND OF STAFF MEMBERS
STAFF - 30 ‘ Representing 44 Different Degrees

GRADUATE DEGREES :

Masters of Clty Planning 11
Liberal Arts 1
Architecture 2
Geography 1
UNDERGRADUATE DEGREES:

Liberal Arts 12
Architecture 5
Landscape Architecture 3
Engineering 4
Geography 2
Fine Arts 2
Business 1

hy

TOTAL DEGREE BREAKDCWN:

Masters of Cilty Planning
Masters of Architecture
Masters of Economics
Masters of Geography

B.A. in Political Science
B.A. in Economiecs

. in History

. in Philosophy

. In Sociology

. in Busilness

in ILand Economics
in Geography

B.A. in Architecture
Englineering

Iandscape Architecture
Fine Arts

= -
-PIhﬂﬁ-FU1MFJF4HPJh)m&ﬂPH4n)H
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APPEND

e
d

POSITION AND EDUCATION ANALYSIS

TABLE 1-A

Administration Research

Comp. P1. -

Reg. P1.
Position Education Posltion Education Position Education Position Education

Commun. Pl.

Position Education

JOPQ AIBQPhil. C.P:A. B.E.C.El C.P. BOS.M.E. CQPO MCRQPQ
1 yr.Theol. M.C.P. 1l yr.P.A, B.A.Gov't
1l yr.Law M.C.P.
P.P. M.Arch. P.P. B.A.Hist. P.P. M.C.P.
B.Arch. M.C.P.
M.C.P.
S.P. A-BOGOV. SOP. B‘A.Archo SOP. BoA.AI‘Cho S.PQ BQSOLanch
1 yr.C.P. M.C.P. M.C.P.
1l yr.P.A.
SOP. BoSoLandECS¢P- B.AQArch. SOP. B‘S.Land'A
l yr. T.P1l. B.S.Eng.
M.C.P. M.C.P.
J.P.A. B.S.Bus. J.P. B.A.Geo. P.D. M.Arch. J.P. Survey
M.A.Econ. M.A.Geo B.Arch. Drafting
J.P. B.S.Econ. J.P. B.A.Econ. J.P. B.S.Geo.
JDP. BvoPOlo J'P. BOS.C.E'
M.C.P.
P.A. B.A.Pol. P.A. B.A.Hist. P.I. R.A.F.A. P.A. B.S. LandA
) 1 yr.Arch.
PQA. B.AOSOC. PIA. BQFQA‘
P.A. B.A.Pcl.
McCoPo-o M-CQP’Q MGCQD,5 M.C'P,3 ?*K.C.P,Q
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APPENDIX

Title
Head Clerk

Principal Clerk
Stenographer

Principal Clerk
Typlst

Senlior Clerk
Typist

TABLE TWO

SALARY RATES FOR THE SECRETARIES (Weekly)

Entering Salary

1952
$68.00

65.50
65.50

55.50

1958
$75.25

T70.25
T70.25

60.25

1959
$81.25

76.25
76.25

66.25

% Inc.
19.5%

16.4
16.4

19.4

After Eleven Years

1252 1228
83.50°  91.75
80.00 84,75
80.00 84.75
68.00 T2.75

1
The grade number assigned to the Head Clerk in 1952
does not parallel the one assigned in 1959.

There-
fore, the salary figure for 1952 was achieved through

correlating the responsibillities pertaining to the
1959 grade with similar grades in 1952.

1959
97.75

90.75

90.75

78.75
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APPENDIX
TABLE THREE

. 1
SALARY COMPARISON BY POSITION LEVEL

1960 1960

Agencies Level 1-Rank-Av. Boston Salary Level 2-Rank-Av. Boston Salary
Alleghany Co., Pa. $11,000 13 $ 9,240 12
Baltimore Co., Md. 12,000 11 8,840 13 2
Boston, Mass. 11,940 12 $13,035(10) 10,375 9 $9,937
Cincinnati, Ohio 14,335 5 10,440 8
Detroit, Michigan 15,997 3 13,107 2
Detrolt Met. Area 13,500 8 10,500 7
Kansas City, Mo. 13,260 9 9,360 11
Los Angeles, Calif. 19,500 2 14,573 1
Los Angeles Co. 20,628 1 11,916 5
Louisville Jeffer- 7,200 14 6,600 14

son Co., Ky.
Milwaukee, Wisconsin 14,041 7 13,026 3
Philadelphia, Pa. 15,000 4 11,773 6
Washington, D.C. 14,190 6 12,770 4
Wichita-Sedgwick, 12,840 10 10,140 10

Met. Area, Kansas

Level 3 Level U4

Alleghany Co., Pa. $ 7,800 13 $ 7,260 12
Baltimore Co., Md. 8,141 11 6,218 14
Boston, Mass. 7,882 12 $ 8,815(11) 7,100 13 $7,575(11)
Cincinnati, Ohio 10,179 6 8,297 8
Detroit, Michigan 11,354 h 9,242 4
Detroit Met. Area 9,300 9 9,400 5
Kansas City, Mo. 7,740 14 7,380 11
Los Angeles, Calif. 13,473 1 11,904 1
Los Angeles Co. 11,904 2 10,668 2
Louisville, Jeffer- 10,000 7 9,000 T

son Co., Ky.
Milwaukee, Wisconsin 10,300 5 9,257 6
Philadelphia, Pa. 9,982 8 7,632 10
Washington, D.C. 11,595 3 10,290 3
Wichita-Sedgwlck, 9,000 10 7,980 g

Met.Area, Kansas
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APPENDIX (Continued from preceding page)

1960 1960

Agencles Level 5-Rank-Av. Boston Salary Level 6-Rank-Av. Boston Salary
Alleghany Co., Pa. $ 6,150 12 $ 5,280 11
Bzltimore Co., Md. 5,800 14 5,125 12
Boston, Masc. 5,900 13 $ 6,530(11) 5,000 13 $ 5,655(10)
Cincinnatl, Ohilo 7,499 T 6,700 5
Detrolt, Michigan 8,497 3 6,186 8
Detroit Met. Area 7,650 6 6,550 6
Kansas City, Mo. 7,020 9 5,760 9
Los Angeles, Calif. 10,540 1 8,439 1
Los Angeles Co. 7,692 5 6,900 3
Loulsville, Jeffer- 6,300 11 6,300 7

son Co., Ky.
Milwaukee, Wisconsin 7,805 4 6,760 4
Philadelphia, Pa. 6,667 10 5,337 10
Washington, D.C. 8,930 2 7,750 2
Wichita-Sedgwick, 7,080 8 6,300 7

Met. Area, Kansas

Level 7

Alleghany Co., Pa. $ 4,800 10
Baltimore Co., Md. 4,631 11

Boston, Mass. 4,058 14 $ 4,830(10)
Cincinnati, Ohilo 5,481 5
Detrolt, Michigan 5,303 7
Detroit Met. Area 5,050 8
Kansas City, Mo. 4,980 9
Los Angeles, Calif. 7,223 1
Los Angeles Co. 5,868 b
Louisville, Jeffer- 4,260 13
son Co., Ky.
Milwaukee, Wisconsin 6,150 2
Philadelphia, Pa. b, 450 12
Washington, D.C. 5,985 3
Wichita-Sedgwick, 5,400 6

Met. Area, Kansas

“The figures for the 14 Agencies were taken from Table B-7 of the Information Report, No.1l21
by the American Soclety of Planning 0Officials published in April of 1959.

2This figure 1s lower than the ASPO figure because of the length of time served by the

amnlavee in duestion.
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APPENDIX
TABLE FOUR

BOSTON CITY PLANNING DEPARTMENT
1060 WORK PROGRAM AND BUDGET

STAFFING ALLOCATIONS BY DIVISION (January 1960)

OPTIMUM BUDGET

GEN'L DEV. REG. COMM.

POSITION ADMIN.RES'RCH PIAN PROG. CENTER PLNNG TOTAL
Planning Admin. 1 - - - - - 1
Director of Plnng. 1 - - - - - 1l
Assistant Director 2 - - - - - 2
Chief Planner - 1 1 1 1 1 5
Principal Planner - 5 6 y b 3 22
Senior Planner - 3 8 8 7 2 28
Planning Designer - - - - 1 - 1
Planning Illustrator 2 - - - - - 2
Junior Planner 2 9 10 15 6 h 46
Planning Assistant 8 1 h 6 2 1 16
Head Clark 1 - - - - - 1
Principal Clerk 6 - - - - - 6
Senior Clerk 5 2 - - - - 7
Librarian - 1 - - - - 1
Clerk . - = = - 41
29 22 29 34 21 11 146
PROPOSED BRUDGET 1960: STAFFING ALLOCATIONS
Planning Administrator 1 - - - - - 1
Director of Planning 1 - - - - - 1
Assistant Director - - - - - - 0
Chief Planner - 1l - - 1 1 3
Principal Planner - 1 2 1 1 1 6
Senior Planner - 1 1 0 3 1 6
Planning Designer - - - - 1 - 1
Planning Illustrator 1 - - - - - 1
Junior Planner 1 1 3 - 2 2 9
Planning Assistant 2 - 1 - 2 - 5
Head Clerk 1 - - - - - 1
Principal Clerk 3 - - - - - 3
Senlor Clerk 2 - - - - - 2
Librarian - - - - - - 0
Clerk - = - = = - 0
TOTALS 12 4 7 1 10 5 39
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APPENDIX
TAB1E FIVE

SALARY RATES FOR THE STAFF (Weekly)

Entering Salary After Eleven Years
Title 1952 1958 1959 % Inc. 1952 1958 1959 % Inc.
Planning $65.50 $77.75 $83.75 27.8 $80.00 $95.25 $101.25 26.4
Assistant
Junior Planner 76.50 91.75 97.75 27.8 94,00 113.00 119.00 26.6
Senior Planner 90.50 108.25 114.25 26.2 113.00 132.00 138.00 25.0
Principal Planner 108.25 127.25 133.25 23.0 132.00 151.00 157.00 19.0
Chief Planner 157.00 180.75
Director 127.25 170.00 176.00 38.2 151.00 198.75 204.75 35.6
Plannlng 228.75 234,75 258.75 264 .75

Administrator
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APPENDIX

TABLE SIX

FUNCTIONAL ALLOCATION -

PROPOSED ORGANIZATION - TWO

DIRECTOR

Technical Coordinator

Coordination of Technical 3taff
Development of program and policy

Research Comp. Pl. Dev.Pl. Proj.-Imp.

Gen'l Goal Program- Renewal
Studies Formu. ing
Special Design C.I.P. Zonlng
Studies Plan Petitlons
Zonlng Public Re-
lationsl
Proj.Pl.

Current Pl.

Officlal
Map

- e ww e me s = em wm s em em  ew @ o  em  ew e

Final responsibility
pollicy and program
ILlalison with the public
Liaiscon with the Mayor and departments

Adnministrative Coordinator

Coordination of Administrative Staff
Development of Adminlstrative polilcy

Clerical Tech. Services Housekeepling

~ Sec. Ser- Processing Supplies
vices Referrals
Routing of Files .
Tech. data
Tech.Ser- Orders and Library
vices Memos '
Forms Processing of Budget
Zonlng Petit.
Payroll Editing of Personnel
Reports Records
Requis. : Information
of supp.
Invoices

— = — Advisory, to be coordinated
by the Technical Services
of the Adminlstrative Division.

To be coordinated by a public relatlions expert

responsible to the Technical Coordinator.
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OUTLINE ONE--SUGGESTIONS FOR REVISIONS IN THE

PRESENT POSITION CLASSIFICATION
: -PLAN

1. Major Poilnts:

(a) T™wo year experience differential between each position.

(p) M.C.P. equal six years of experience for each position.

(e) Difference experience levels required for each position.

(d) Due recognition is given the value of professional

experience gained 1in other fields related to planning.

(e) Necessary six months probationary period before ap-

pointments are made permanent.

2. Summary of Major Proposals to be used as a gulde in revising

present plan.

(a) Planning Assistance:

1. Exberience:'Applicants must have at least

four years of full time subprofessional
experience in clty or regional planning,
civil engineering, architecture, landscape
architecture or other related flelds.
Substitutions: Successfully completed full
time training in areas related to city
planning in recognized degree granting
schools may be substituted year for year
(one year of school equals one year of ex-
perience. Value attached to educational
training in other programs should be decided

by the Planning Director, but total can only
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be equal to, or less than, enumerated above.
Professional training in fields related to
planning (engineering, architecture, etc.)

may be substituted in the following manner:

One year of professional experience equals

one and one-half years towards position ex-
perience requirements---maximum of three years.

(b) Planning Illustrator:

1. Experience:‘Applicants must have at least
four years full time work in city planning,
graphics, or graphic arts.

2. Substitution: Successfully completed full
time graduate training in city regional
planning, architecture, fine or graphic arts
on the basls of one year of such training
for two years of requlred experience. Under-
graduate training 1in art, architecture, fine
arts, graphic arts on the basis of one year
for one year of required experience. Profes-
sional training in related fields may be sub-
stituted year for year with maximum of three
years.

(e) Combined Junior Planner Analyst and Junion Planner-
Junior Planner (entering grade for graduate
planner).

1. Experience: Applicants must have at

least six years of full time subprofes-
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sional experience with the level of respon-
sibility no lowerlthan Planning Assistant.

2. Substitution: Successfully completed graduate
training in city planning equal to six years
of experience. Graduate tralning in related
subjects: one year of education equals two and
one-half years of training (maximum five years).
B.A. in planning or related fields--one year
of education for one year of training (maximum
of four years). Full time professional experi-
ence in civil engineering, architecture, land-
scape architecture may be substituted for re-
‘quired experience with two years of the former
equal to one year of the latter (maximum four
years) .

(d) Senior Planner:
| 1. Exberience: Applicants must have at least eight

years of full time planning experience with six
years no lower in general responsibllities than
Planning Assistant and two years, no lower in
level of responsibilities than Junior Planner.

2. Substitution: Successfully completed graduate

training in city planning equals six years of

‘'The distinction between subprofessional and professional becomes,
at times, very tenuous. The Planning Director should be per-
mitted enough discretion to substitute professional expertise
(particularly if an applicant has worked on another staff with
different requirements than Boston) for subprofessional planning
experience, giving the latter less welght. Quality of exper-
ience is more important than mere quantity for most positions.
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experience. (The remaining two years must con-
sist of experience in a position no lower in
level of responsibilities than Junlor Planner.
Graduate degrees in related flields: one year
of education for two and one-half years of train-
ing (maximum five years with the remaining three
years of experience at a position no lower in
level of responsibllities thah Junior Planner.
B.A. in related fields: year for year (maximum
four years, with remaining four years in position
no lower in level of fesponsibilities than Junior
Planner). Professional experilence substitutions
same as above.

(e) Planning Designer:

1. Experience: Applicant must have at least eight
years of full time planning experience with
six years, no lower in general level of responsi-
bilities than Planning Assistant and two years
no lower in level of responsibilities than Junior
Planner.

2. Substitution: Successfully compleﬁed graduate
training in city planning equals six years of
required training. Graduate degrees 1n related
fields: one year of education for two and one-
half years of training (maximum five years with
remaining three years of experience at a position
no lower in level of respnonsibilitles than Junior

Planner. B.A. degree in planning, architecture,
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landscape architecture or related fields
equals four years of experience. Full time
professional experience in Civlil Englneering,
Architecture and related areas may be sub-
stituted for a maximum of four yeérs experience,
with two years of the former equal to one of
the latter.

(f) Principal Planner's Position Abolished.

(g) Chief Planner:

1. Experience: Applicants must have at least ten
years of full time planning experience, six
years no lower in general responsibilities than
Planning Assistant, two years no lower than
Junior Planner, and two years no lower than
Senior Planner.

2. Substitution: M.C.P. equals six years of required
experience: of the remalining four years, two
years no lower in level of responsibilities than
Junior Planner, two years no lower in level of
responsibilities than Senlor Planner. Graduate
degree 1in related fields: one year of education
for two and one-half years of training (maximum
five years with four years of the remaining five
years at comparable experience levels enumerated
in paragraph above. B.A. equals one year of re-
quired experience (maximum four). Full time
professional experience substituted as enumerated

for Senlor Planner.
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Positions above the level of Chief Planner should utilize
the requirements of the latter as a base. The Director, however,
must have a degree of discretion in determining any further
necessary amounts or quality of either education or experience
(for example: technical coordinator, administrative coordinator).
The Mayor i1n choosing a Director should also rely upon the
standards set for the position of Chlef Planner as a minimum.
Beyond the latter, the determinling factor should be the quality

and breadth of past responsibilities, not the specific length

of time involved in planning.
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OUTLINE TWO--SUGGESTIONS FOR REVISION IN THE
PRESENT POSITION CLASSIFICATION
| PLAN
1. Major Points:
(a) Major requirements based upon educational qualifi-
cations.
(b) M.C.P. equals six years of experience for each position.
(¢) Different experience levels required for each pos-
ition.
(d) Due recognition is given the value of professional
experience gained in other flelds related to planning.
(e) Six months probationary period before appointments
become permanent.
(f) Two year experience differentials for each position.
2. Summary: MajJor Proposals.
(a2) Planning Assistant - Same as in outline one.
(b) Planning Illustrator - Same as in outline one.
(¢) Combined Junior Planner Analyst and Junior Planner -
Junior Planner (entering grade for graduate planner)
1. Education: Successfully completed graduate
training in city planning or a graduate>degree
in related subjects plus one year of subprof-
essional or professional experience (weighting
to be decided by the Planning Director). B.A.
in planning or related subjects plus two years
of subprofessional or professional experience.
2. Substitution: Six full years of full time sub-

professional or professional experlence with
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level of responsibilities no lower than
Planning Assistant. Full time professional
experience in civil engineering, architecture,
landscape architecture may be substituted for
required education with two years of the former

equal to a half a year of the latter.

SUMMARY

Education Experience

1 year of graduate planning educatlon 3 years of planning exper-
ience

1 year of graduate education 21 years of planning exper-
lence

1 year of B.A. education 1 year of planning experi-
ence.

(d) Senior Planner:

1. Education: Successfully completed graduate train-
ing in city planning plus two years of planning
experience in a position no lower in level of
responsibilities than Junior Planner. Graduate
degree in related fields plus three years of ex-
perience in a position no lower in level of res-
ponsibilities than Junior Planner. B.A. in planning
or related fields plus four years of experience
in a position no lower in level of responsibilities
than Junior Planner.

2. Substitution: Eight years of full time planning
experience with six years in a position no lower
in general level of responsibilities than Planning

Assistant plus two years no lower in general level
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of responsibilities than Junior Planner. Profes-
sional experlence same as above.

(e) Principal Planner: Position abolished---Since, accord-
ing to Civil Service descriptions (confirmed during
the course of many interviews), the positions of
Principal Planner and Senilor Planner are simllar in
the general allocation of defined responsibilities,
it 1s recommended that the position of Principal FPlanner
be abolished. This act would simplify the present
position structure, while permitting real qualitative
distinctions to be drawn among different positions
(responsibilities and compensation).

(f) Chief Planner:

1. Education: Successfully completed graduate train-
ing in city planning plus four years of full time
planning experlence, two years no lower in level
of responsibilities than Junior Planner, two years
no lower in level of responsibilities than Senior
Planner. Graduate degrees in related flelds plus
five years of planning experience, with four years
of the five at experience levels comparable to
what was described in the sentence above. B.A.
plus six years of planning experience, four years
no lower in level of responsibilities than also
enumeratéd Immediately above.

2..Substitution: Full time professional experience
may be substituted in the same manner as allowed

for both Junior Planner and Senior Planner.
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Applicants must have at least ten years of full
time planning experience, six years no lower
in level of general responsibilities than
Planning Assistant, two years no lower in level
of responsibilities than Junior Planner and two
years no lower in general responsibilities than
Senior Planner.
(g) Positions above the level of Chief Planner---
same requirements as described in outline one,

last paragraph.
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During the course of this study, it became apparent that

the planning process in Boston is impeded considerably by

either the absence of certain Statutory means to effectuate

planning proposals or by the limitations imposed on availlable

methods by which the coordination of physical developments

could be achleved.

1.

1

The Boston Planning Department should be given legal
authority to prepare an Officlal Map. In effect, the
latter would become one of the principal means to integ-
rate prilvate and public developments.

Zoning: In essence, the Planning Department has no

legal authority to propose Zoning Amendments or Revisions.
"The staff of the Planning Board..., serves the Board

of Zoning Adjustment... This arrangement is not provided
by law, but is on a voluntary and cooperative basis.

If 1t is so desired, the Board of Zoning Adjustment

could employ a separate staff and its operation would

be entirely independent of the City Planning Board."l
Preparation of Zoning Regulations (revisions and amend-
ments) is a necessary and proper planning responsibility
and should be incorporated as a departmental function.
Referral: As ‘described within the context of this thesis,
the mandatary referral power extends only to the con-
struction of Capital Improvements. It should be extended
to cover the purchase or sale of land and improvements

by all City Departments.

Griffenhagen and Assoclates, Report No. 23, the City Planning

Board; the Board of Zoning Adjustment, and the Real Estate Com-

migssion {Boston: Boston Finance Commission, July 1949) p.49.
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