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Ci t i zens  League 
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MINXEXPOLIS CITY GOVEiiPmTT 

PROWSALS FOR ITS RGORGANIZATION 

( pr e liininary, n o t  f o r  publ ica t ion  u n t i l  a f t e r  review and rev i s ion)  

11 Organizat ional  e f f i c i e n c y  can cont r ibute  more t o  a c o c p n y ' s  
growth than  any o the r  con t ro l l ab le  fac tor ." .  That i s  t h e  judgment of 
Paul S. Gerot, p res iden t  of P i l l o b u r y  Mil l s ,  Inc.,  and it i s  shared by 
many others  respons ib le  f o r  the  management of la rge-sca le  en te rp r i ses .  

!dirrneapoli s  c i t y  goverment  i s  a  la rge-sca le  e n t e r p r i s e ,  s2end- 
ing  cu r ren t ly  about $70,000,000 a yea r  and employing over 9,000 people. 
Good orgamization i s  a s  important t o  i t s  e f f i c i e n t  operat ion,  a s  it i s  i n  
p r i v a t e  e n t e r p r i s e .  Good organiza t ion  of c i *  goverrsent  i s  m o r a x d i f f i c u l b  
t o  achieve because t h e - c i t y ' s  organiza t ion  i s  wri tken i n t o  i t s  c h a r t e r  and 
can be changed only by c h a r t e r  amendment while p r i v a t e  company o r g m i z a t l o n  
can be r e a d i l y  changed by executit-s ac t ion  o r  by a c t i o n  of the  Board of 
Direc tors .  

Good goverrment of course i s  not  the  srs,e a s  good organizs t ion ,  
and cha r t e r  changes alone w i l l  n o t  assure  good government. The kind of 
people who hold publ ic  o f f i c e  and t h e i r  respocsiveness t o  the  c i t i z e n r y  
a r e  of primary importance, But s e c o ~ d  i n  inportance,  m d  of s ign i f i cznce  
i n  a t t r s c t i n g  the  r i g h t  k ind  of people, i s  t he  soundness of t h e  organiza- 
t ior ,  which i s  w r i t t e n  i n t o  the law under which the c i t y  i s  governed a ~ d  
a&inis  t e red .  

This paper presents :  

1. An examination of t h e  responsiveness m d  ef fec t iveness  of hc 

Minneapolis government under the present  Mirlneapolis 
cha r t e r .  

2 ,  Conclusions as  t o  t h e  need f o r  reorganiza t ion  of Ifiimeapolis 
g overment  . 

3 .  Al te rna t ive  p o s s i b i l i t i e s  f o r  reorganizz t ion  or' Minneapolis 
government, 



PART I. THE WEED FOR AMENDBEXL' OF YINNEAPOLIS ' CHARTER . . 
A. ABRIEP'HISTORYOF 

The nature of Minneapolist charte; i a  be t te r  understood i n  the 
l ight  of i t s  h is tor ica l  development. 

Until 1920, Mnneap o l i s  operated under a leg is la t ive  charter. .. 
Special acts  of the legis lature  established the frmework of the govern- 
ment and carefully enumerated i t s  powers and functions. The f i r s t  such 
charter was granted i n  1867 when Minneapolis became a city. In  1872, by 
another legis lat ive act,  Minneapolis was combined vrith S t .  Anthony Falls,  a d  
i n  1881 s, complete revision of the leg is la t ive  charter was made. Thereafter tho 
legislatrlre continued t o  revise the c i  t y t  a system of government with every 
session, pract ical ly  down t o  1920, hut never during t h i s  period G? 40 years 
d i d  it completeljr codif'y a l l  the l a m  governing Uinneapolis as a city.  * A s  
a resu l t ,  u n t i l  the charter cominission of 1920 completed a codification, no 
com.plete copy of the Idirseapolis chsrter existed, md v e r j  fex  people had 
laowledge of what it contained. 

I n  1895, the home rule amendment t o  the State  Constitution was 
passed, authorizing c i t i e s  and vi l lages t o  f r e e .  charters f o r  t h e i r  own 
government.' But the voters cf Minneapolis re jected charter a f t e r  charter pro- 
posed by'the charter commissi~n: i n  1898, 1900, 1904, 1906, 1907 an:! 1913, 
As  a result ,  j.n 1920 the charter c m ~ i s s i o n  sLnply codified most of the 
leg is la t ive  acts which made up the old charter, &?id ti:er, went before the 
voters with the request t ha t  they make tile coai t icat ion a home rule  charter 
by adopting it as such. This the vcters did, and the present Minneapolis 
charter came into being, 

Although Minneapolis has had what i s  known as a "home rule  chartern 
since 1920, the c i t y  has actually continued with a .g~vernmental s t ructure 
created by leg is la t ive  acts,  and subject t o  chuge biennially by the Leg- 
i s la ture .  This i s  because: 

1. The 1920 charter was largely a conpilation of the s t a t e  laws 
governing the ci ty .  

2. The charter incorporates many s t a t e  laws 5y reference, although 
they are not contained i n  the document i t s e l f .  

3. The practice of going t o  the Legislature t o  change the 
charter has persisted since t h e  "home rulett  charter was 
adopted. 

I The his tory of the charter s u ~ g e s t s  i t s  natuye. Instead of a docu- / ment deliberately drawn t o  meet the complex needs of a modern metropolitan 
,' city,  it i s  a patchwork of many separate laws written over the past, 87 / years as emergencies arose, or as growth of the c i t y  made former processes 

of government intolerable.  



The 1948 codification of the charter contains over 100,000 words. 
The form, arrangement and contents.are so detailed and disorganized that  a 
60 page index i s  required. 

In  contrast, the U. S, Constitution contains about 10,000 words. 
The Constitution outlines the fundamental f o m  of government and i t 8  i -e~at ion-  
ships with the individual c i t izens and with other levels of government.. I t  i s  
not cluttered up with the kind of unnecessary and inf lex ib le  de ta i l s  which 
burden the Minneapolis Charter. The Model City charter of the National 
Municipal League has about 45,000 words. 



B . EVALUATION OF THE RllSPONSIVEEU'ESS AND EFFECTIVENESS OF MINNEAPOLIS 
GOVERNMENT UNDER THE PRESENT MINlV3APOLIS CHARTER 

Appraisal of a large,  complex c i t y  government cannot be l i g h t l y  undertaken 
or  quickly made. Facts must be careful ly  and impar t ia l ly  gathered and stand- 
ards f o r  measurement and comparison of peri'ormance must be developed. If, 
a s  here, it i s  the  effectiveness and responsiveness of the organization t ha t  
i s  being assessed, it i s  necessary t o  t r y  t o  i s o l a t e  it from the  persorlal i t ies 
involved. 

I n  pr ivate  en te rpr i se  there  i s  a f l e x i b i l i t y  which permits the  use of t he  
type of organization which i s  best  sui ted t o  the  par t icu la r  employees on hand 
or who can be hired.  Organization and personnel a re  c o ~ s t a n t l y  beicg t a i l o r ed  
t o  each other.  I n  c i t y  government, with the l i initat ions arid i n f l e x i b i l i t i e s  
of charters,  s t a t u t e s  =d c i v i l  service, it i s  necessary t o  s e t  up the bes t  
organization possible on the assumption t h a t  competent people w i l l  be employed. 

To determine i f  I.linneapolist present o r g a ~ i z a t i o n  i s  good and, i f  not, 
how it could be improved, experts could be hired t o  make a survey as Public 
Administration Service (PAS) was i n  1947, or the  public o f f i c i a l s  could make 
a self-survey, as the  Cit izens League unsuccessfully urged the City Council 
t o  do i n  1956, or  a non-partisan organization, such as the  Cit izens League, 
t h a t  works constantly with c i t y  agencies on c i t y  problems, can review i t s  
experiences and committee reports and attempt an appraisal .  This report  i s  
subh an -attern$; thou@ it inoltides'many :references t o  t he  PAS survey and many 
id&ils'wh.ieh c i t y  d f f i c t a l s  have mentioned publicly and t o  t he  Cit izens League 
from t h e  to time. 

Cr i t e r i a  fo r  judging c i t y  government organization: 

Professors W i l l i a m  Anderson and Edward T i .  15eidner i n  t h e i r  book American 
City Government (1950) make t h i s  s ta tenent  a t  page 367: -. 

"By what c r i t e r i a ,  then, do the  authors of t h i s  book atteinpt 
t o  evaluate the  various schemes of municipal organization? '&e take the 
view t h a t  under popular democratic control, c i t y  governments should be 
organized t o  f a c i l i t a t e  municipal action, not t o  obstruct it; t o  render 
the  public services  t h a t  a re  needed under twentieth-century urban 
conditions and t h a t  are  made possible by modern science and technology; 
t o  administer the c i t y '  s functions honestly, effect ively ,  and without 
waste of resources; t o  coordinate a l l  the  c i t y ' s  services so t h a t  a l l  
may be planned togetner and advanced i n  unison according t o  the publ ic ' s  
opinion as t o  t h e i r  r e l a t i ve  importance; t o  be adaptable t o  changing 
circumstances and prepared t o  meet c r i ses  as  they a r i s e ;  t o  maintain 
the  highest avai lable  standards of technical  s k i l l  and e f f ic iency  i n  
conducting the public services;  t o  be equi table  i n  i t s  dealings with a l l  
c i t i zens ;  and t o  be quick and sympathetic t o  care f o r  the  unfortunate 
according to  t h e i r  needs. Even t o  approach these objectives a c i t y  
gover~m-ent needs t o  be democratic, unified,  expert,  unpartisan i n  admin- 
i s t r a t i o n ,  simple i n  s t ructure ,  and organized along l i ne s  of d i r e c t  re- 
spons ib i l i ty  from the voters  through the i r  r e ~ r e s e n t ~ t i v e s  and s t r a igh t  
down througlb the administration. " 

- 4 -  



The Citieens League has prepared and presented t o  the Minneapolis CharFr 
Comariseion and the publio a atateluent of suggested principles of chfirter 
irrprovwmnt. They are s e t  out i n  Appendix A. We believe tha t  these p r i ~ i p l e s  
provide a good yardstick f o r  measuring the soundness of the c i ty ' s  present 
o ~ z a t i o n a l  structure. They w i l l  be discussed i n  order and the confopance 
of Minneapolisp gov6rnmental s t ructure with than determined. 

I t  K i l l  be helpful if readers who are unfamiliar with Unneapolis ' g~verrpp@nt 
rill s tudy  the organization chart  s e t  out as Appendix B before considering the '. * 
charter principles and the i r  application t o  Minneapolis. * 

. . 
PIWC1PL.E C1 DWOCRATIC GOmRNBbENTS SHOULD BE ORGANIZED TO ENCOURAGE 

CITIZENS INTEREST, PARTICIPATION AND CONTROL . I  

A. To accomplish t h i s  the organization should have v i s ib i l i ty .  
Government can be held r e  s p ~ n s i b l e  more eas i ly  v&$en*fi%ir6 
are located where a l l  can see tham when the relationships 
between governmental o f f i c i a l s  and groups are clear and 
governmental machinery i s  simple. 

Who is responsible f o r  forming o i ty  policies? Who i s  responsible for 
carrying them out? The complexity of the answers to these questions suggests 
the "low vis ib i l i ty"  of the Minneapolis government. 

Formulation of policy is shared by the City Council and many boards.atld 
commissions, including the Board of Education, Board of Park Co~llmissionere, 
Library Board and Board of Estimate and Taxation, This points up the f i r 8 t  and 
one of the most basic weaknesses. Our c i t y  government i s  splintered in4h 
many governments . 

For example, c i t izens are most concerned about who se t s  financial *olicy-- 
the amount and kind of taxes paid and the services performed i n  return, 
Minneapolis c i t izens can get no simple answer as t o  who i s  responsib3e; An 
attempt a t  an answer sounds l ike  t h i s ;  The Board of Estimate and Tax~ftion 
se t s  the maximum property tax  t h a t  may be levied within legal  l i m i t r r ,  although 
t h i s  i s  largely a formality since most rates  are. regularly s e t  and approved 
at  the maximum permitted. Within the l imits  s e t  by law or by the Board of 
Estimate and Taxation, the City Council, Park Board, Library w r d  and 
Board of Education s e t  the actual tax levies. The levy for  bonds i s  se t  by 
the City Council, but the Board of Estimate and Taxation can af fec t  Council 
action through i t s  p m r  t o  s e t  bond maturities. Pension h n d  levies  a re  
mandatory. The Board of Estimate and Taxation s e t s  the levy f o r  i,ts o m  
expen~es . 

t 

On the spending side these various agencies go the i r  ownway, f o r  no 
person or  agency has the effective power t o  i n s i s t  t ha t  t h e i r  programs be 
coordinated. Aotually, another agenoy i s  added, for  the City Council has 
only general control over the expenditure of one large seeprent of the funds 
it levies for ,  depending upon the Board of Public T&&fare t o  s u ~ e n i s e  and 
control the $8,000,000 or so which the Board spends, 



Who i s  responsible f o r  the amount of bonds issued en to to  or i n  any given 
year? Bond funds can be authorized only by the Board of Estimate and Taxation 
but not in  excess of the amount approved by the City Counoil and the request 
i n  the f i r s t  instance must come from the agency seeking the bond funds, 

T h i s  "low v i s ib i l i t yn  i n  determining who makes the c i ty ' s  key f inancial  
decisions is equally apparent i n  other f i e l d s  such as planning, wage and 
salary decisions, personnel practices,  budgeting, etc.  

Even where the part icular  board can be ident i f ied as the one making the  
policy decisions we encounter a second problem as t o  v i s ib i l i t y .  Memberships 
on the board may be obtained i n  such a var iety of ways as t o  give the public 
l i t t l e  chance t o  express approval or disapproval of the board's actions, Take 
the Board of Estimate and Taxation as  an example. Two meanbers a re  elected 
d i rec t ly  t o  the Board by the public f o r  staggered four year terns  but the 
remaining f ive are  ex of f ic io  and are  not elected. Three of theec are chosen 
a f t e r  election by the i r  colleagues on the School or  Park Board o r  C i t y  Council, 

Table 1 on page 6a points up the number of separate policy-forming agencies 
i n  ~ i n n e a ~ o l i s  government and t h e i r  relationship t o  operating and s t a f f  
departments. 

& off ic io  memberships -- those f i l l e d  by o f f i c i a l s  by v i r tue  of the i r  
holding other positions -- fur ther  complicate and confuse the Minneapolis or- 
garkizational structure.  Nineteen such memberships e x i s t  on f ive  boards or 
).xrmmissions which have major policy-making or administrative responsibil i ty.  

,The Mayor i s  a mehber of the Park, School, Estinate and melfare boards and 
the Planning Commission. Aldermen hold s i x  memberships cn the Park, Estimate, 
and Welfare boards and the  Planning Cammission. The Library and Estimate boards 
have a School Board member, and the Planning Conmission and Estimate Board have 
a Park Board member. 

The resulting criss-cross of interlocking puwers renders impossible any 
clear  l ines  of authority and responsibil i ty.  I t  has other serious effects .  
Sanetimes it places an ex of f ic io  member of a body i n  a position of passing 
on a reoomendation which i s  t o  be made t o  a superior body of which he i s  a 
primary member. For example, an alderman as an ex of f ic io  member of the Board 
of Public Welfare must take an action which he may have t o  defend before h i s  
colleagues when it comes t o  the City Council f o r  f i n a l  determination, as  on 
overal l  budget matters. Similarly, the aldermanic member of the Planning 
Commission i s  on the spot i n  re la t ion  t o  planning and soning matters which 
a re  recammended by the commission t o  the Council f o r  f i n a l  determination. 

Finally, there i s  a t  l eas t  one case where the functions of the board bear 
l i t t l e  relationship t o  the agency f o r  which the o f f i c i a l  designated i s  held 
primarily responsible. This i s  the membership which the President of the 
University of Minnesota has on the Library Board. Another drawback of t h i s  
par t icular  ex of f ic io  qmbership i s  tha t  the member can give h is  a t tent ion 
t o  it only a t  a sacr if ice  of h i s  primary functions and responsibi l i t ies .  The 
r e su l t  of course i s  tha t  the University President i s  seldam a t  Library Board 
meetings, whioh sometimes has made it d i f f i c u l t  t o  get a quorum. 



Table I 

POLICY-FORMING AGEXCIES IM MI-OLIS GOVERNbeElJT 

and their  relationships t o  operating and staff departments 

Policy-determining bodies 

City Council 

Operating deparhents Staff departments 

Public works Legal 
Fire Research and budget 
Police Pur chasing 
Building inspection City Clerk 
Assessment Capital Long Range 
Licenses, El'eights and Improvements Cam. 
Measures 

Elections 
Water 
Auditorium 
C i v i l  defense 

Board of Public Jaelfare General Hospital 
Poor relief 
Correctional institutions 
Public Housing 
Health 

Planning Commission Planning 

Housing and Redevelopment Housing, redevelopment, Planning, 
Authority relocation redeve lopent, 

Civil Service Cammission Personnel 

Board of Estimate and Taxation Tax l i m i t  and bond control Budget compilation 

Comptroller - 
accounting 

Treasurer 

Board of Education 

Park Board 

Schools 

Parks and recreation 

Accounting 
Certificated personnel 
Sta t is t ica l  
Budgeting 
Planning 

Legal 
Iccount ing 
Wldge t ing 
P l d n g  



The ci t izens a re  equally confused aSout who i e  responsible f o r  gett ing the 
work done once pol icies  a re  determined. The Mayor has l i t t l e  overall  responsi- 
b i l i t y ,  although from reading the charter the c i t izen  might think otherwise, 
since the Mayor i s  directed by the Charter t o  see that "the laws of the State  
and the ordinances of the City a re  duly observed and enforced within tho city.. . . 
and that a l l  other off icers  of the City discharge t h e i r  respective duties." 

The School, Library and Park Boards have the i r  own individual chief 
administrators. The City Council, on the other hand, with the major functions 
gf f i r e ,  sani ta t ion and public mrks, plus f inancicl  control over polics, kas no 
single administrator. About a dozen department heads report  d i rec t ly  t o  the  
Council. 

The Council i t s e l f  is thus responsible f o r  administrztion but it consists 
of 13 aldermen, each elected by ward, each without the power t o  give a "yes or 
nott answer, varying great ly  i n  s k i l l ,  experience and time t o  devote t o  the 
job. 

Finally, the Board of Public Welfare appoints and d i rec ts  the admiriistrators 
of the Health Department, General Hospital, Workhouse and ~ e l i e f  Division. 
Yet it must go the the Council f o r  funds to  carry on these ac t iv i t i e s .  

A common complaint of M i ~ e a p o l i s  aldermen i s  tha t  t h e i r  constituents 
hold them responsible f o r  a l l  tax incmases and poor services, y e t  the charter 
and laws place much of the  rcspclnsibility elsewhere i n  the City structure.  
Perhaps t h i s  is a s  good a proof a s  any tha t  the Minneapolis governuent under 
i ts  present charter has poor v i s ib i l i t y .  It also bears out the f a c t  t ha t  in 
many cases thc govcmmntal uni ts  individually do not have powers t o  match 
the i r  responsibi l i t ies .  

PRINCIPLE $1 DEJdOCRATIC GOVERIWNTS SHOULD BE ORGANIZED TO ENCOURAGE 
CITIZEN INTEREST, PARIT CIPATION AND CONTROL 

B. To accomplish this the organization should provide f o r  a short  
ballot ,  t h a t  i s  a system cal l ing f o r  the elect ion of only-e 
-rs necessary f c r  adequate representation and sound policy 
determinaticn and leadership. The greater number of officers 
t o  be voted on, the greater the d i f f i cu l ty  of the v o t e r t s  
making cn in te l l igent  choice, and the gruator the likelihood of 
his being discouraged from voting or  trying t c  make an intel-  
l igent  choice. 

Minncapolis has 49 eloctcd off i c i e l s ,  and a t  any one elect ion a voter may be 
asked t o  f i l l  15 positions. ?he large number of e lect ive posit icns i s  due mainly 
t o  the independent boardst Schocl Board with Seven membcrss, Park Boad with 
12 directly-elected members (eight by d i s t r i c t ,  f m r  a t  large),  and Library 
Bcarc! with six Zirectly-elected members. 

The elect ive C~mptroller and Treasurer f i l l  p c s i t i x s  which require technical 
qualifications.  'Such p ~ s i t i o n s  can be f i l l e d  best by appointment rather than 
t h r ~ u g h  election, since elections are Cetormined by fac to r s  other t k n  a person's 
administrative ccmpetence, The Comptroller is a member of the Bqc2rd of Estimate 
and Taxation, a body which hcis some powers cf f i s c a l  policy, par t icular ly over 



debt. I n  other c i t ies ,  such powers of debt administration are frequently en- 
trusted t o  administrative officials ,  such as a director of finance. 

The City Treasurer has frequently questioned the advisability of choosing 
the Treasurer by election, 

In  the 1955 c i ty  elections an admitted Communist named Kelly received over 
10,000 votes fo r  the Library Board. This does not indicate 10,000 Communists 
voters in Minneapolis; it indicates a ballot so long tha t  voters can't know 
the candidates. They consequently vote fo r  names only, or are discouraged from 
voting . 

Clearly, the mayor, aldermen, judges and school board members should be 
elected. To f i l l  other offices an appointive system of selection is used 
effectively i n  most c i t ies ,  

P R I N C I P ~  i 4 l  DEWOCRATIC GOVERP&ENTS SHOULD E ORGANIZED TO ENCOURAGE 
CITIZEN IMTHIEST , PARTICIPATION Al\cTD CONTROL . 

C . To accomplish th is ,  top executive responsibility should be 
placed in a single official .  

hrecutive authority i n  Minneapolis is not centered in a single elective 
off ic ia l  or  an of f ic ia l  appointed by the legislative body. The Mayor's powers 
are very limited. He appoints the Superintendent of Police and controls the 
department subject t o  budget controls of the City Council; he appoints members 
of several bodies, such as the Civil Service and Planning Commissions and the 
Board of Public Welfare; and he serves as an ex officio member of the Board of 
Estimate and Taxation, Board of Public Welfare ar?d Planning Conmission, and 
other commissions. But he lacks power over submission and execution of the 
City budget (the City budget i t s e l f  is no% a unified document representing 
balanced planning of needs and resources). In most other respects he must 
depend upon h i s  personal influence and membership on boards and connnissions t o  
make his influence f e l t .  

The School, Library and Park Boards center executive responsibility for 
the i r  functions in their  appointive chief administrators. The City Council 
has no such chief administrator. Some dozen department heads report directly 
t o  the Council or  i ts comittees. Such executive coordination as occurs comes 
through the work of the Council's committees and particularly the Ways and 
Means Committee. But the rnerribers of the Council committees are elected as 
legislators, not as administrators or  executives, and in any event it is 
dif f icul t  if  not impossible to  get expeditious decisions on matters of 
administrative direction from a series of committees. Actually the Research 
Engineer as staff  fo r  the Ways and Means Committee, and to  some degree the 
City Clerk provide some coordination of act iv i t ies  but th i s  happens by the 
accident of having good nen i n  these positions rather than by design. 

No single individual elected by the voters, or appointed by the people's 
elected representatives, has FOWerS t o  coordinate the administration of the 
various boards and commissions and i s  responsible for reporting t o  the people. 



The Iiesezrch Engineer provides valuable services i n  t h i s  direction but lacks 
authority for  fully effective action. Coordination also comes throuch committee 
nneetings, negotiations, and frequently by balance-of-power maneuvers then one 
division of ~;ovemment i s  a t  variance ~ L t h  another. an histance of the l a t t e r  
i s  when the School Board i s  seeking bond moneys from the City Council and the 
Board of Estimate and Taxation. 

A v i t a l  aspect of centralized executive responsibility is the riaad f o r  
leadership ir, ci ty  affairs.  A S  T.A.S. said in 1947: ft.. ..the organizational 
pattern does not provide the citizens of ~.iinneapolis with a poli t ical  leader 
( i n  the policy sense). . .for example, the Mayor of IJIinneapolis is  not in a 
position to  make strong representation to  the s ta te  legislature, t o  the 
council--or even t o  the people--for a comprehensive program t o  alleviate the 
financial condition of the city, f o r  h is  efforts may be nullified by a variety 
of piece-rieal counterproposals by menbers of boards fo r  which he has no re- 
sponsibility and over which he has no contro1,tl 

Failun? to center res2onsibility makes it impossible fo r  the citizens t o  
correct fai lures of policy and administration. Neither the election of a new 
Nayor o r  of a new alderman in  a particular ward can make cr controlling d i f f e r  
ence in changing ei ther  policy or methods of administration. While a? off ic ia l  
may be able t o  exert unusual influence on govormnent policy by his ini t iat ive,  
energy and personality, his lack of legal authority i n  the l a s t  analysis w i l l  
prwe an insuperable barrier  to the exercise of overall' leadership. Moreover, 
should the off ic ia l  happen to  be one of the 13 alderrin, his  12 colleagues 
on the Council are unlikely to  allow him to  get very f a r  out in front of them 
i n  leadership. 

Limitations of responsibility and authority such as these tend t o  handicap 
effective leadership and t o  reduce ci t izen iriterest. 

PRIMXPLE #l IIENOCRATIC GOVERI%ENTS SHOULD BE OIIGAIIIZED TO ENCOURAGE 
CITIZE%' IF!TEREST, PARTICPAT ION A13) 20KITROL 

3. To accomplish this ,  conflicting and overlapping jurisdictions should 
be eliminated. laen* 
similar service i n  a single geographical area, it is l ikely  that 
money is being wasted. It also adds t o  the voterrs confusion, 
deadening citizen interest and reduckg governmental responsibility. 

The most g l a m  i l lustrat ion of t h i s  problem a t  present in  I-Ibfieapolis 
government is i n  the f i e ld  of planning. The function of planning f o r  municipal 
functions in M e a p  o l i s  is  presently divided among the c i t y  Planning Corn- 
mission, the Housing and Redevelopment Authority, the City Council (and . 

particularly its Roads and Bridges Committee and :ms and Means Committee), the 
Capital Long-range Improvements Committee (CLIC) and the plannhg sections of 
the Park Board, Board of Education, and City Engineerls Office. 

A s  Citizens League Reporti #52 on Organization fo r  Oqanizat!-d. f o r  Planning 
states: 



"It is certainly not ideal  t o  have two divisions of gavezlrment - one 
under the Mayor and one under the Council - each respmsible for a 
part  of a function I s  essentially indivisible. This division 
is contraryto sound principles of government. It adds t o  voter 
canFusion over U e s  of responsibility. It could result in less 
effective control i n  capital expenditures. The conflict' of juris- 
diction does not breed efficiency. It increases direct parkicipa- 
t ion  by the c i t x  councfl in detai ls  of admin%straticm in  contrast 
t o  the i r  prqeer flmction of policy de-kmbakion and legisl&ion." 

'k longer term ob Jective of Minneapolis citizens in working for  
effective c i ty  planning should be t o  seek t o  merge the best features 
of both planning agencies (CISC and the Plarming ~ ~ s s i o n )  into 
one department mder competent leadership. But even that w i l l  nut 
result i n  fuUy effective organization of c i ty  p M n g ,  unless the 
consolidation of the two planniag agencies is part  af a reorganiza- 
t ion  of the c i ty  government. " 

Other i l lustrst ions of conflicting and overlapping jurisdictions are: 

The Library, Park, School and Welfare boards and the City Ergineer have 
separate building and maintenance sections (although those of tihe Welfare Board 
and City Engineer are t o  be consolidated as of January 1, 1957). The City 
Ebgineer and Park Board have duplicating s t reet  maintenance and c o n s t ~ t i o n  
faci l i t ies .  There are separate departments of Park pollee and City pollce. The 
Fire Department and City Bngineer have separate equipment repair shops. 

E. To accomplish this ,  more f lexibi l i ty  should be pennltteit - under 
the City Charter. Unnecessary details shmld be eliminated 
therefrom. As the basic lax of a city, the charter should be 
broad and flexible enough t o  permit changes i n  pollcy and 
administration Mthout being constantly e n d e d .  

I n  the spring of 1956 Minneapolis voters adopted Charter amendment number 14 
permitting the ' C i t y  Council t o  stagger the expiratSon dates of City licenses t o  
avoid bottlenecks and inconvenience a t  certain times or' the year. The City 
Clerk, who is the acbrhistrator responsible for administering the license 
renewals involved and who init iated the amendment, said: 'qhis licensing 
provision was typical of the many unnecessary details in tbe charter which 
make it inflexible and handicap our administrative heads i n  meting changed 
condit iann;. I' 

The P.A.S. 1947 survey stated: ''The present c i ty  charter is much too l o q  
and detailed t o  permit the degree of administrative discretian and f lex ib i l i ty  
that  is desirable. The prescription of specific administration procedures, the 
assi-nt t o  important of'ficials of routine duties that  csnnot be delegated, 
and the establishment of a r igid organizational pattern not easily adjustable t o  
chan@.ng conditions are some of the characteristics of the present charter which 
prwide obstacles t o  good administration. I t  



As noted above the Charter contains over 100,000 words and requires an 
index of 60 peges. Here is a random selection of Items from the index which in- 
d i c a b s  the detai l  and absurdities sf maqy of the Cbarter 's ccmtents: 

ALdermen, Absence from meetings 
Tax levy for  trees t o  be cert if ied with 
Punishment for  polluting 
Books used i n  schools prescribed by 
Registration of bir ths  and deaths to be kept by 
Scuttles i n  roofs with stairs and ladders leading t o  
Cattle running at large 
Chinese crackers, sale and keeping for sale of 
City Council authority t o  license menageries 
Gurrpawder and dynamite -- licerrse vendors of 
G i f t s  t o  City Engineer 
D i r t ,  Council t o  compel removal from sidewalks 
Fines, violation of Park Board ordinances 
Glue factories, Whistling and discharge of steam 
Plats, drawn i n  t r ip l icate  
Profiles, Preserved i n  Office of City Engineer 
Smoke stacks, Construction of 
Swill, See garbage 
Victualing house, authority t o  license and regulate 
Witnesses, inhabitants, not incompetent as judges 

The fact  that  the Charter has been amended only 14 times by vote of the 
peaple since 1920 xight seem t o  indicate that  it is  s f a i r l y  adequate document. 
This is  not a valid conclusion, however, because the C h a r t e r  has been amended 
coun-bless other times by ac t  of the State Legislature through special acts, as 
noted above. 

The defective character of the charter, with its many details, i n  many re- 
spects forces resort  t o  special legislation and thereby tends t o  weaken the prin- 
ciple of home rule. Twenty-eight special acts for  Minneapolis were passed i n  the 
last three legislative sessions. 

PRINCIPLE #1 DENOCRATIC -S SHOULD BE ORGANIZED TO JBlCOURAGE 
CPCaEM -j PARIIICIPATION AND COWlIRCII; 

F , To accomplish this, an a,nnual independent post-audit should 
be required, This provides the public and the legislative 
body with more assurance that  the finances of the government 
are handled efficiently and i n  accordance with l a w  and the 
stated policies of the legislative body. 

By l a w  the State Public Fhminer i s  now required t o  post-audit the accounts 
of the City and the cost i s  a mandatary expense for the city. Recently the 
Public Ekaminer's audits have been reasonably prompt, although for  some years 
p r io r  the audits were not perf'crrm5d unt i l  long af'ter the close of the f i sca l  
year audited. 



PRIHCIPLE #2 ISMOCRATIC GOVERHa6EXCS SHOULD PROVIDE A LEGISLATI86 BODY 
Wf?ICH IS  RESPOWSIBLE M THE F[IBLIC ANXI HAS RIB POKEXS TO 
SEE TEAT TEIB POLICY IT PO- IS PRUPERLY 5 C U T E D e  

A.  To accomplish th i s  the organization should centralize responsibili ty 
f o r  le@slet ion and provide powers oarmssnsurate with responsibi lity . 
If legis lat ive powers are centralistad instead of sca th red ,  policy- 
making is more l ike ly  t o  take in to  account a l l  governmental needs and 
resources. ControE of the school system, however, should be exer- 
cised by a separate body because of the large s iee  of its operation 
and the t radi t ional  separation of education frcm other c i t y  funations. 

It has already been pointed out i n  tb aaaansnts on nlaw v i s ib i l i tyn  of 
Yinneapolir governsent that  leg is la t ive  p a e r  i n  Minneapolis i s  diffused 
among the City Council and the Sohool, Park, Library and Estimate boards. 
Such diffusion of policy responsibili ty makes d i f f i cu l t  a t  best  an in te l l igen t  
balanoing of needs and resources. It becomes v i r tua l ly  inpossible when further  
ccenpli cated by earmarking of revenues t o  the several functions. 

The establishment of CLIC (cap it a1 Long Range Improvements Committee ) 
by the City Council i n  some respects i l l u s t r a t e s  tne consequences of the 
charter's fa i lure  t o  centralize legisla$ive and administrative authority. This 
body i s  attempting t o  provide the overall balancing of needs and resources i n  
the capi tal  improvement@ f i e l d  which under an adequate oharter would be 
provided t o  a much greater slrktnt by charter-constituted agenoies of the 
government. 

CLIC was s e t  up by a simple motion of the C i t y  Counoil and its success i n  
large measure w i l l  depend up6nthvaluntary  cooperation of the several independ- 
ent boards and c d s s i o n 6 ,  baoked up by the Counailts pcrrrsr to  concur i n  
bond issue requests. 

I n  1947 P.A.S, l i s t ed  the many def'eab of kinasapolist organization and 
said tha t  "the absence of a single leg is la t ive  body with comprehensive tax- 
levying and appropriating pcmrers, and the autonomy and independence of boards 
and c o ~ s s i o n s  a l l  operate t o  provide the people of Minneapolis w i t h  not one 
but a ser ies  of c i t y  governing units.. .The Minneapolis City Council can s e t  
f i s c a l  policies f o r  the  c i ty  only t o  the extent tha t  agreemen* is volunteered 
by the other c i t y  boards having some juriadiotion over f i s c a l  a f fa i r s ,  

The individual survey reports on the respective services have recognized 
and paid t r ibute  t o  the records of public s e r v i ~ e  of several of the boards 
and commissions whioh are now a par t  of the Minneapolis c i t y  govermaent. 1% 
must be recognized, however, t h a t  the existence of t h i s  multiplicity of 
agenoies--each largely responsibile for  i t s  own financing, its awn planning, 
i ts awn personnel and prry policies, and i ts  own work progrers--has impeded 
and probably actual ly precluded the consideration of over-all needs and the 
use of the community's t o t a l  resouroes t o  the  best  adwmtage." 

Citieem League report Hoe 17 on a proposed increase of three m i l l s  
i n  the authorized property tax levy fo r  t h e  Current a p e m e  Fund stabs: 
"The League believes that  effective and e f f i t i e n t  democratic government oan 
be obtained only by electing responsible wen and women to public office,  
giving them the authority and the finances to do the job sseigned tx~ them, and 
holding them accountable a t  the polls f o r  the qual i ty  of the job done. 



PRINC- #2 DE3);aOCRATIC -S SHOULD PROVIDE A ~1~ BODY 
WHICH IS RESPOEJSIBLB .THE PUBLIC AM) HAS TWE POllWRS TO SEE 

THAT TEIE POLICY Et FORIS fS PRCPERSY EXEX!WED. 

B. To accomplish this, same of the legislat ive body should be 
elected from the c i ty  at large. 

Although it is desirable that  broad geographical groupings i n  a c i ty  should 
all have representation, election of the entire legislat ive body by wards has the 
effect of reducing interes t  i n  and a feeling of responsibility fo r  ob3ective over- 
all planning of c i t y  servlces and ?inances. Attention tends to be focused on exe- 
cution of personal or neighborhoad favors rather than on the basic city-wide 
pslie3es of gsvemment. 

The City's 13 aldermen are elected by wards. However, four of the elected 
Park CaaPnissianers, all seven School Board members, six Library Board mertibers, and 
the two directly-elected members of the m d  of Estimate and Taxation are elected 
at large. 

In  a c i ty  with a strong w a r  form, the office of maJror provides city-wide 
representation which offsets the parochial tendencies of a c i ty  council eleeted 
entirely by wards. Minneapolis af course does not have th i s  advantage provided 
by a strong mayor form. 

In fact, the League's report No. 52 an Organization for  City Flaming states: 
"The c i ty  of Minneapolis does not have a clearly organized, coordinated govern 
mental structure, set up for effective action. Independent boards sharing legis- 
lat ive powers with the c i ty  council and having thei r  independent administrative, 
organizations, and the many agencies under the c i t y  council are i n  turn not und& 
the direction of a single chief administrator. EPfective overall budget prepara- 
tion and control and financial reporting; are lacking." 

WHICH IS RESPONSIBm TO THE PUBLIC AElD HAS 'I\= F&WlS TO SEE 
THAT THE POLICY IT FCRMS IS PROPERLY E X X W T E D e  

C. To accomplish this ,  tax l e m  p w m s  should be centralized. The pawer 
Of the purse is a necessary adJunct t o  the power of legislation. Central- 
ization of legislative powers requires centralization of tax-levybg 
powers. 

The comments regarding Minneapolis' lack of legislative centralization 
(2 B above) and .Ehe comments on v i s ib i l i ty  (1  A) apply here, too. 

The Board of Estimate and Taxation f ixes the maximum levies for a l l  but a 
few funds. The Estimate Board, the City Council, the Park, School and Library 
boards s e t  the actual levies. I n  addition, some levles are mandatory on the city, 
such as the retirement funds, the aiqiorts fund, the sanitary fund and the amtory 
fund. For 1956 there were 28 separate property tax levies. 



D. To acccumplish this, legislative interference with departmental admlnie- 
bation should be avoided, and the two functions shcn@d be separated. 

LegisSation and admtn%stration are fwo differerrt functions, and require 
different talents for proper performanced When adminl~traturs~usurp the legls- 
ltztive function they are un-ng populas control. When legislators interfere 
with 8dm;tnistraion they are handicapping efficient adndnistratim and are in 
dZa3ger of introducing consider&tiom which have nothing to & &th the efficient 
performance of a Job. 

As report No. 17 states, the League believes: "That sffectAve &?ad efficient 
dentocratic ,epvernraent canaot be obtained by so lh&#ng and dedicating the funds 
avalhible that few decisions are l e f t  to the elected officials as to  the nature 
aad the quality of' the services rendered." 

As  already noted, the Chartup &es not grovide for centralbation of admiaSs- 
trative authority i n  an  strati^ oOficial under the City Council* This 
means that mar administrative iiecisiorts affecting two OP more departments uqder 
its jurisdiction ~ m z s t  be checkea ta the Cauacil or its cc9mnittees for determina- 
tion, thus inevitably bringing %be Legisla-hive off3cials into administration. 

Conmentiw upon 8liLe-c e&da%stration in  ite; 1947 report, P.A.S. a d  
it " is  administratively undesirable and is compatible wifh dewx:ratic principles 
only i n  situations where all the oitizens are mare of its existence, share 
egually i n  its benefits, retain it 8s a mtter of choice. In  considering the de- 
sirabili ty of continuing aldermsnic participation la administration, however, it 
nust be recognized that i n  Bmeapollih; the alderman constitutes an a d d i t l ~  
administrative level, which, imposed on an already complex system & cauncll 
cmudttees, boards, comudssians, and elected and appointed &eplaYPtment heads, 
further difFuses responsibility and inevitably produces higher operati- costso" 

Maqy existing boards and c ~ s s i o n s  should be advlsorry only ar lindted t o  a 
quasi -judicial role. Ekaq iks :  A City Council camittee supexbtends the Water 
Department, and all majar administrative decisions for that  deprbeat mrst be 
approved by the committee. The C i v i l  Service Ccmissian, caanpased of three ap- 
pointed Officials meeting twice a month, is se t  up as the adadaistrative head of' 
the C i v i l  Service Department, and the City Planning Coamnission is set up aS the 
~ n l s t r a t i v e  head of the Plannbg Departnent. 

Detrimental results of this mixture of legislation and a c h k l s * ~ t i - :  

a. The full-time non-political dep-nt heads are izlfluenced into being 
we& administrators because their lack of real authority robs them of prestige, 
init iative and vitaJ.ity, Rnployees, unicm representatives and the public tend 
to ignore them, taking their complaints and requests dise@&&to the source of' 
power, the elected or appointed aclministrative body, Uste'ad of p r d d i a g  le-- 
ship i n  constantly increas$ng the effectiveness of his department and i n  swgest- 
ing more f ru i t fU  programs and policies, the department supemrisar f%ds it exped- 
ient t o  conduct the department i n  the same safe way. 



b e  Important administrative 6ecisions are group decisions, strongly affected 
by the lobbying of spec id  interests,  and l i t t l e  affected by objective standards 
of good administration. As a result, administrative plans are often compromised, 
watered down, and intermina3ly delayed, and conversely, are sometimes has;5;S. and 
ill -conceived. 

c. Administrative detai ls  take up most of the time of the policy-making 
and/or legislat ive body, with corresponding neglect of important policy and legis-  
l a t ive  problems. 

d. The elected or appointed body guards i t s  Charter-given a w n i s t r a t i v e  
authority, and finds it unnecesssry t o  s e t  up a modern management org-izati~n 
which could provide technical assistance with specialized administrati-re pro3lem, 
such as budget analysis and control, wage and salary determination, analysis of 
methods and procedures, and personnel administration. 

The services provided by the Office of the Research Engineer t o  the City 
Council do provide an i l lus t ra t ion of t'ne effectiveness of th i s  kind of service. 
The P a k  Superintendent, School Su~erintendent, Librarian and other department 
heads of independent departments have sme of th i s  s taff  service, but again there 
i s  l i t t l e  effective inter-departmental coordination. 

The problem was i l lus t ra ted i n  a small way i n  trying t o  get a consolidated 
annual report issued on c i t y  services. A quotation from League Report No. 4 6 ~  on 
th i s  subject bears this out: "The mayor seems the logical o f f ic ia l  t o  have re-  
sponsibility for  compiling and publishing the c i t i e s  consolidated annual report. 
He, more than any other single agency or department, represents the c i t y  t o  the 
public and has the Job of overall public relations. The independence of a nm't;er 
of governing bodies though, raises the question about the mayor's authority t o  
direct the various departments t o  furnish his office with the necessary infom*3.m 
and t o  forego publication of thei r  own individual reports." 

League Report No. 39 shows the fai lure of anyone t o  give leadership i n  estab- 
lishing a policy as .to insurance. A n  administrative head would be trained an?- 
skil led i n  helping t o  reach important decisions on such matters. The report rei.,c4z:: 
"The committee concludes that  there i s  no clear-cut policy s e t  down by the City 
Council for determining when and t o  what extent iosurance shall  be purchased 6-7 
City Council buildings and contents. " 

PRIITCIPLE #2 DEMOCRATIC GOVEZUWE3TS SHOULD P B O V '  A LEIGISLATNE BODY 
WHICH IS RESPONSIBLJI TO THE PUBLIC AND U S  THE PCfb'iERS TO SZE 

THAT 'I%E POLICY IT FORMS IS PROPERLY MEXIITED. 

E. To accomplish this ,  the ear-marki?lg of funds should be avoided. 

Ear-marrking of funds i n  the charter t i e s  the hands of elected representatives 
who should be responsible for  allocating funds on tbe basis of relat ive need. It 
tends t o  make the elective off ic ia ls  l ess  res?onsible. 

The c i ty  has 28 se;?arate funds, for  each of which there i s  a separate property 
tax levy. The size of the resources for each function are not as closely rela,ted 
t o  need as they would be iI"  the legislat ive bo6y had pooled resources t o  allocate 



as it saw f i t .  City s t reets  may be f u l l  of snow or holes while parkways are being 
beautified by plantings. One resul t  is currently evident: employees of the 
General Hospita>? have not been granted salary increases given t o  employees of 
other departments because the fund under which they aperate is exhausted. The 
result  i s  a serious effect on morale. 

On the other hand; appropriating authorities endeavor t o  balance thei r  re-  
sources as well as possible, i n  spite of artificial.  barriers raised by ear-mking. 
They transfer monies between funds when possible. For example, i n  1955 the 
General Hospital Fund benefited from transfers totaling &bout $750,000 from the 
Hausing, Current m n s e  and Public Welfare funds. 

To the extent that  such transfers occur, ear-marking and limits on fraction- 
alized property tax levies serve t o  mislead the public, and breed a disrespect for  
the l e t t e r  of the l aw  among the officials  who i n  effect  are coq@led t o  make such 
transfers . 
PRINCIPLE #3 DEMOCWIC GOVER-S SHOULD PROVIDE AN ADMlJVIS'ITWIVE 

ORG-ION WHICH CARRIES m POLICIES AND PROGRAMS WITH 
EFFICIENCY AND FCONO&IY. 

A. To accomplish this the organization should centralize and clearly estab- 
19sh administrative responsibility and authority. 

The purpose is  t o  bring about coordinated and effective planning and execu- 
tion of administrative programs and less  daplication. 

Administrative responsibility and mthori ty i n  Minneapolis are dispersed 
among the aaministrators chosen by the School, Park, Library and Es t imate  and 
hrblic Welfare boards and the ten or so chosen by the City Council, except as the 
l a t t e r  i t se l f ,  i n  violation of goo& principles of government, tends t o  act  i n  co- 
ordinating the administration of i t s  departments. This i s  further complicated by 
the direct election of the Camptroller and Treasurer, by the lb-tat ion of parers 
of the Mayor, and by the administrative powers of such bodies as the Civil Service 
Cammission and the Planning Conmission. 

The relationship between centralized administrative organization and effective 
planning and execution of administrative proe;runs was pointed out by the Citizens 
League ' s report on c i t y  planning i n  January 1956. 

"Planning should be a day t o  day process, woven into the functianlsg of the 
government. Policies and administrative decisions should be made i n  reference t o  
long range plans, and the planning agency should be active i n  assisting i n  coord- 
inating the separate plans tha t  are made by the various agencies. Planning, and 
i t s  most concrete governmentel eqression, the long range capital improvements 
program, should not be a sporadic affair. Cities have recognised this by making 
the capital budget an htegral part of the total c i ty  budget along with the 
operating budget. 

To get this close integration with day t o  day operations, we believe it is 
necessary t o  have a gwernment which i t s e l f  i s  integrated for  action. I f  the 
'whole look' of the planning agency i s  t o  be effective it has t o  be made available 



t o  the action agencies which can command a 'whole' approach t o  the governmental 
problem. This-means insofax as possible a single administrative person responsi- 
ble for  proposing the 'whole look' and c-ng it out as adopted thruugh his  
responsibility for  the tota3 administrative organization.,. 

The task of the planning agency i s  t o  assist those who must W e  decisions 
tand those who must ac t  on them. This assista.ce is i n  the form of proposing 
plans and helping t o  c o o r ~ n a t e  the plans of others. Unless the decisions can be 
made taking into account all  aspects of the governmnt, and unless the execution 
of those decisions can be effectively coordiuated and directed, the f u l l  benefit 
of the planning w i l l  not be had. The present non-integrated structure i n  
Minneapolis i s  not conducive t o  m a k i n g  overall, balanced policies, nor t o  effective 
coordination of thei r  execution." 

While the planning referred t o  i n  the above quote was basically the plEtnzlin;5 
done by a planning commission, and therefore mainly physical planning, the point 
has application t o  planning of operational programs, too. 

The scattering of adnin2strative authority and responsibility makes it dif f i -  
cult  t o  get effective camparison and balancing of current needs for  the various 
services. Some progress hm been made i n  recent years tward  building up the 
Office of Research Ergineer as a more effective b u e e t  adviser for  the City 
Comcil. Also, the City Clerk's office has effected centralization of certain 
services formerly scattered. However, relativkly l i t t l e  has been 6one t o  estab- 
l i s h  ful ly  effective centralized sWf uzlits szrving ths entire government, which 
are vitalformodern management, such as an administrative analy@?.s section, forms 
standardization unit, an overall Suilding dn tenance  section, a central infoma- 
tion and complaint desk, an engineering plm-ing and design section, a s t reet  
Wntenance and construction section. Therefore inavidual departments either 
dupiicate these functions or don't have them. , 

Another consequence is that  departments do not have uniform policies on 
common problems. Compare S t o c m  Helper ra te  for  Welfare Boasd with City Council 
or Board of Education. C q m e  college graduate Laboratory Tecbnlcian under 
Welfare Board with City Council and Laboratory Helper who does l ight  manual semi- 
skilled work. 

~~ #3 DEximRATIC G O V m m S  SHOULD PROVIDE AN ADMMI:STRATIVE 
CRGAliEXPION WHICH C ~ R l 3 S  OUT POLIC323S AND PROGRAMS WITH 
m1cm AND ECONOMY. 

B. To kcamplish this, we should simplify governmental machinery, group 
.> 4 - . --.. l ike  services together, amid  duplication, establish clear l ines of 

authority and responsibility, improve internal con-brol and general 
coordination. 

The dn tenance  of separate building and maintenance sections, duplicate 
s t reet  maintenance and construction fac i l i t i es ,  and separate police forces was 
noted i n  (1 D) above. 



I n  addition, because of lack of overal l  coordination which would be provided 
by a s ingle  chief administrator, some s t a f f  functions are  duplicated. Most large 
departments, such as  Park Board, Board of Education, and Welfare Board, have 
t he i r  own accounting and tabulating departments, while some small departments 
such as  the Library, receive no professional accounting advice, There is  no 
centralized duplicating service. 

Confusion of l ines  of authority was recently i l lu s t r a t ed  i n  the planning 
. f ie ld,  when the City Council s e t  up the  Capital  Long Range Improvements Committee 
(CLIC). There s t i l l  ex is t s  some doubt as t o  the  planning jurisdiction of CLIC 
and the City Planning Commission, a charter-established agemy. 

PRINCIPLE #3 DENXRAT I C  G O ~ ~ ~ . ~ ? S  SHOULD PROVIDE ARMIN ISTMT IVE 
ORGANIGkTION WHICH CARRIES OLT POLICIES AND PROCWLPIS 
WITH EFFICIENCY AND X O N W ,  

C, To accomplisn this, the nrocedures fo r  f inancial  n l a n n i n ~  and control  
should be imroved, - 
Provide the msxirnum information about services, performance and 
finances t o  enable the leg is la t ive  body t o  plan wisely i n  spend- 
ing the  tax dollar. Provide constant reporting and controls on 
the  spending of money t o  be s u e  it is spent as planned and can 
be adjusted t o  changing conditions, 

Lacking a centralized administrative organization responsible t o  a single 
leg is la t ive  body, Minneapolis government does not now provide the type of 
f inancial  p~ann5ng and control here called f ~ r .  The Barrrd of 3stimate and 
Taxation is a cent ra l  budget-compiling agency (and even the budget it compiles 
is not complete so far as the Board of Education and bonci needs are  concerned). 
It does not provide the type of budgetary analysis needed for  fhancial in- 
formation i n  a comprehensive, useful budget. Even i f  the Board had the s taf f  
t o  analyse budgets and provide information, it would not be able t o  use it as 
effect ively as a central  budget ggency should, since it has no operational 
authority or  responsibili ty in regard t o  c i t y  departments. The office of the 
Research Engineer is, however, doing some work of this sort .  

PRINCIPLE #3 DEMOCUTIC GOVEPAmS SHDWLD PROVIDE AIV ADMDIISTRkTIVE 
ORGANZkTION WHICH CARFtDS OTPT PGLICIES AND PRO~l4S  WITH 
EFFICIENCY AIiD ECONOMY 

Do To accomplish this, the  top administrative head must have the effective 
tools of m a g e m n t ,  This can be assured by placing under h i m  the 
s t a f f  functions of personnel administration, f inancial  mnagement , 
planning, lega l  advice and systems and procedures analysis, 

Here also, lackiig a cent ra l  administrative head, Wneapo l i s  government 
does not meet this requiremant under the present charter. A t  the  present time 
t E -  s t a f f  agencies of accounting, trezsury, personnel and planning are s e t  up 
as separate departments and are no% responsible t o  a iinkle: fkll:;tisne aw%$ator 
who could direct  and coordinate t h e i r  ac t iv i t ies .  The responsibili ty for  ac- 
counting and budgetary control  i s  delegated t o  an elected City Comptroller 



headiEg an -independent department,, subject  t o  general guidance of t he  c i t y  Council, 
The C iv i l  Service Coliuniss ion with the  importafit personnel functions of rscmitment 
and jcb c l a s s i f i za t i on  is  adnin i s t ra t ive ly  independent. 

A s  noted i n  3(c),  prescr ipt ion of budget forms and c l a s s i f i ca t i ons  is  the  
respons ib i l i ty  of the  kdependent Board of Est i m t e  a?d Taxat ion. 

The independence of these  s t a f2  d e ~ a r t n e n t s  has these resul ts :  

1. I:? working with the  large number cf cperating departments t he  s t a f f  
agencies have no top admir~ is t r s to r  t o  guide t h e i r  a c t i v i t i e s  desi rable  
channels, and t o  help e r f o x e  aecisLons based on a generalized point of view 
instead cf one of narrov expediency of ten emphasized by operating departments. 
!.Je have s s t a f f  without a chief of s t a f f .  

2. OseratLng departments neglect s t a f f  functions, dontt h i r e  any s t a f f  
personnel, and consequently do l i t t l e  personnel p l m v h g ,  inproving of accounting 
systems, e tc ,  

League %port No. 20 points out: 

"There a r e  many approaches t o  b e t t e r  government. Some of these a r e  
highly controversiai ,  but  %here a r e  ways t o  S e t t e r  government 
which a r e  not controversial .  There a r e  ~ e t h o d s  of gettin:: more 
f o r  our noney which no one w i l l  p ro tes t  which do not require 
p o l i t i c a l  action. There a r e  in part5cular- two such progrms t h a t  
o f f e r  r e a l  opportunity f o r  b r i r i i c g  Gs t te r  govem.ment. These are: ' 
A management improvsment ?regran and a ::ark s h p l i f  l c a t  ion train* 
program. These a r e  coxplementary. Iach w i l l  be s u c c e s s h l  only 
wnen the  other  i s  ac t ive  and effective.n 

"A management improvemerit program is e s sea t i a l l y  this:  The asslgn- 
ment of competent personnel f u l l  time t o  the business of making 
progress and hprovenent. It is  the  cont im~icg stuc?y and search 
of policy, p rog ra ,  coadi-Lions, processes, and procedures t o  see 
t h a t  organiza-Lional objectives a re  accosriplished a s  e f f i c i e n t l y  as 
possible. A t  present, there  i s  no such progrm i n  the  c i t y  
a&in is t  rat ion.  11 

"A work s imp lS ica t i on  t ra in ing  program i s  established f o r  the  pu-ose 
of pe rmit t ing,  - enccuraging, and developing the organized appl icat ion 
of corrmon sense by a l l  employees t o  f i?d e a s i e r  and b e t t e r  ways of 
doing work.tt 

League Report No. 54 suggested i n  February 1956 the i n s t a l l a t i o n  of an 
employee suggestion system in  Minneapolis c5ty government. Other c i t i e s  have 
shown ne t  savings of $50,000 o r  more per year but l i t t l e  i n t e r e s t  has been 
shown thus  f a r  i n  such a prograi  here. 



S W Y  EVALUATION OF MINMEIIPOLISI GOVEZNMNT INDEB PRESEKT CHARTER 

It i s  apparent from the foregoing comparison w i t h  principles of 
charter improvement that Minneapolis form of government under i t s  present 
charter f a l l s  f a r  short of t he  needs of a forward-looking metropolitan 
city. 

. . , Authority is so divided that over-all planning and mxirmun 
efficiency of operat ions are  impossible. Powers are not comnensurate with 
responsibi l i t ies  i n  many cases. 

. . . Failum t o  center responsibi l i ty  makes it impossible f o r  the  
cit izens t o  correct f a i l u r e  o f  policy and administration, Neither the 
election of a new mayor o r  of a new alderman i n  a part icular  ward can make 
a controUing difference i n  changicg e i the r  policy o r  methods of adminis- 
tration. It is  thus not surprising t h a t  the ci t izens f e e l  f rustrated and 
lack in te res t  i n  loca l  goverrmmt. 

. , . Even the election of good people t o  off ice does not produce the 
desired resul ts ,  This is because of the f rus t ra t ion  which resul t s  from the  
present divisions of msponsibili ty,  l imitat ions upon t h e  exercise of judg- 
ment, and a form of government which makes leadership ineffective, 

This report i s  concerned with government a1 structure rixed i n  t h e  charter 
rather than  with the s tructure which can be changed by council resolution 
o r  ordinance o r  administrative order, It i n  no way implies cr i t ic ism of the 
qualifications or work of the  men and women now or  previously i n  office. 
In general, Minneapolis has had exceptionally devoted public servants, Yet, 
while recognizing the  qual if icat ions af mnneapolis personnel, they have. beell 
working under handicaps which r e s u l t  f ron  an unplanned, unresponsive, 
ineffective stucture of government. AS a resul t  Etlinneapolis finds it more 
d i f f i cu l t  t o  keep pace with other cornpetitive c i t i e s ,  In this second 
century of Minneapolis history, we need an organizational framework of 
government b u i l t  soundly on experience and specif ical ly designed t o  meet tkie 
needs of a growing and progressive community, 



C. PROBLE3IS OF PARTIAL CHARTER CHAICGE 

Some organizational improvements can be made without Charter change, Urgr 
improvements, such as the establishment of a central  swithhboard f o r  telephone 
cal ls ,  have already been made. Others could and w i l l  be made. However, be- 
cause the present Charter does not clear ly establ ish responsibili ty and 
authority, plus f u l l  coordination of ac t iv i t i e s ,  incentive fo r  and guidance 
toward improvements is  less than might be expected under the incentives re- 
su l t ing  from be t t e r  organizational s t ructure and clearer  al locat ion of 
responsibi l i ty  and authority. 

T h i s  report  is  not directed primarily t o  changes which can be made without 
charter amendment. A s  noted previously, our C h a r t e r  was never planned 
specif ical ly t o  meet the needs of a modern ci ty,  It grew patch by patch, by 
leg is la t ion  or amendment t o  meet part icular  needs a s  they arose and became 
ins is tent ,  

The extent of amendments t o  the Minneapolis Charter has long been debated, 
Should there be one comprehensive amendment effecting a complete and integrated 
reorganization of h4inneapolis government or should the need f o r  change be met i n  
stages by amendment f i r s t  of one section of the Charter and then others a t  
successive elections? The fa i lu re  t o  gain voter approval of the 19h8 Charter 
amendment i s  c i ted  a s  a compelling reason f o r  making changes i n  stages. On 
the other hand no amendments affecting the basic s t ructure of c i ty  government 
have been submitted since 19h8. Of f ive  amendments proposed by the Citizens 
League f o r  a vote in 1953, the Charter Commission submitted only two and 
neither of these deal t  with structure. 

Minor charter amendments have been voted i n  recent years by the people, 
such as  the reduction in the number of aldermen, change i n  election days, and 
change i n  licensing dates, etc.  However, these are changes of de ta i l  ra ther  
than of structure.  

When we move t o  a consideration of fundamental changes in the allocation 
of authority and responsibi l i ty  we f ind  that the elements of loca l  government 
are so  closely inter-related tha t  it is d i f f i c u l t  t o  e f fec t  changes in  one 
division of government without upsetting the balance of authority and 
responsibili ty allocated t o  other divisions. For instance, i t m u l d  not be 
prac t ica l  t o  abolish the Board of '  Estimate and Taxation without allocating 
present Board authority elsewhere, possibly i n  the City Council, but this 
mould upset the present independence from the Council of the Park Board, Library 
Board, etc. and it would not assure the  check on Council actions original ly 
sought i n  the establishment of the Board of Estimate, 

Only a fundamental revision of the  basic s t ructure of the Charter can 
establ ish a proper framework of government under which a l l  divisions of 
government would operate under a planned and integrated allocation of 
responsibi l i ty  and authority. Thus, it would not  be advisable t o  center 
responsibili ty f o r  overall  administration of City departments i n  e i ther  the 
Mayor or the City Council unless a t  the  same time Charter changes establish 
more d i rec t  responsibi l i ty  and accountability t o  the people. 



Also, t o  the extent tha t  major divisions of the operating organization 
Are excluded from reallocation of authority and responsibi l i ty  the benefits of 
the reorganization are  decreased, Thus, i f  a change is to be made i n  respons- 
i b i l i t y  f o r  c i t y  administration, exclusion of consolidation of l i k e  functions, 
say of the Park Board and the City f o r  s t r e e t  maintenance and police, would 
reduce the values provided by the change. 

Once a sound and well-integrated organizational s t ructure is created it m i l l  
thereaf ter  be more feasible  t o  e f fec t  changes affect ing only one or  a few divi- 
sions of government. Until the en t i r e  structure is organized f o r  r e ~ ' ~ o n s i v e  
representation of the people, moves f o r  p a r t i a l  ckange, even on the basis  of 
an overall  plan, would tend t o  create Confusion rather  than c l a r i f i ca t ion  
of responsibil i ty.  

Thus, we f ind tha t  p a r t i a l  or gradual changes, division by division, 
would create a s  many new problems a s  they ~vould solve, and would involve 
considerable waste of community e f fo r t  in  going back t o  the people with 
amendnent a f t e r  amclment vhich might be t te r  M e  been presented a s  an 
integrated whole, 

P a r t i a l  amendment, i n  short, involves the following coql ica t ions :  

1. Because the basic forn. and s t ructure of the present government i s  
faulty,  it 1:rould be extremely d i f f icu l t  t o  devise p a r t i a l  changes which would 
r e su l t  i n  harmanious, responsive and e f f i c i en t  overal l  operation. 

2. The present chsrter is  too long and detailed. Additional patches 
would add confusion. 

3. Any fundamental change in one par t  of the charter a f fec ts  other 
par ts  and would require other changes in order t o  end up with a well- 

. -:coordinated governmental organization. 



D. CONCLUSIONS RELATING TO MEED FOR CHAR'I"E3 AKf!XDMENT: 

1. The development of the hlinneapolis Charter ky special a c t s  of the 
Minnesota Legislature and by p i e c e a e a l  changes effected ky popular vote 
has resulted i n  a compilation which was not planned f o r  maximum efficiency, 
service and responsiveness t o  the loca l  government needs of the people i n  
mid-twentieth century. 

2. Par t i a l  change of the Charter, while theorat ical ly possible, presents 
serious complications and would create problems of integration which make it 
d i f f i c u l t  by t h a t  procedure t o  arr ive a t  a balanced overall  s t ructure of 
government designed t o  meet present and future needs. 

3. An ovemheLfning body of evidence supports the need for  a complete 
revision of the organizational s t ructure of Minneapolis City government. 

I 

k .  By working f o r  and adopting a fundamental revision of the himeapolis 
Charter, the ci t izens of S l i r i apo l i s  can assure t o  themselves the advantages 
which can come from a loca l  government desigfied t o  make possible wise planning 
of services and finances, well-considered laws and e f f i c i en t  and responsible 
administration. Chief among these advantages w i l l  be: 

a. More effect ive leadership i n  d i s ~ o v e r ~ g  and assessing community 
problems and mobilizing the resources of the gove-rnment and the 
people i n  attacking them. 

b. Sounder budgeting of c i t y  expenditures and revenues. 

c. More c i t y  services provided with less delzy a t  l m e r  unit  cost, 

d. More equitable and far-sighted ordinances. 

e. A more widespread c i t izen  in te res t  and pride i n  Minneapolis 
governroent =d in 3inneapolis a s  a place i n  which t o  live, 
work and do bu.siness, 



PART I1 

VARIOUS WAYS MINNEAPOLIS' CAN BE &iEM)EB) 

Under the Minnesota Constitution and State  s t a tu tes  and court decisions 
Minneapolis1 charter can be amended i n  two ways: by leg is la t ive  action and 
by charter amendments adopted by 6% of the voters, 

1. State  leg is la t ion  

Ey one or more special ac ts  the  Sta te  Legislature could provide a new 
governmental s t ructure fo r  Hhneapolis, without a vote of the people, 
However, such a prospect i s  neither l ike ly  nor desirable. The people of 
Minneapolis, under the principle of home mle ,  should themselves determine the  
form of government they want and then adopt it by popular vote. It is not 
l ike ly  tha t  the Legislature w i l l  exercise the  i n i t i a t i v e  of formulating a n W  
charter f o r  Minneapolis, or impose a new charter  on the  people e i ther  with 
o r  without t h e i r  approval by ballot.  

2. Charter amendment passed by the  voters  

Charter amendments in Minnesota are  in i t i a t ed  i n  two ways: by a 
majority of the City Charter Commission o r  by pe t i t ion  of 5% of t h e  legdl  
voters of the C i t y .  

The City Charter Commission, a group of 15 people appointed every four 
years by the Dis t r ic t  Court judges, i s  authorized to draw up whaWer amend- 
ments it considers t o  be in t h e  best in t e res t s  of the  City, alld t o  submit 
them through the City Council to  a vote of the people a t  e i ther  a special. o r  
a general election. Adoption of an amendment requires a favorable vote of 
60% of those voting on the issue a t  a special  election, o r  605g of those 
voting in a general election. Thus it i s  not easy t o  pass an amendment at  a 
special election and it is  much more d i f f i cu l t  a t  a general election because 
the  ba l lo ts  of those who do not vote on the question are counted a s  vates 
against it, Most amendments are  in i t i a t ed  by the CityCharter Commission and 
usually the  election i s  called a flspeciallt election even though a general. 
election i s  occurr- a t  the same time, i n  order t o  avoid having to get  a 
60% favorable vote of a l l  those voting. 

If the Charter Commission refuses t o  i n i t i a t e  a charter amenbnt ,  o r  
if the  proponents prefer t o  proceed by petit ion, charter  amendments must be 
submitted t o  the  people if pet i t ions of 5% of the  legal  voters in the  City 
favoring the amendment a re  presented to the  Charter Commission. In the case 
of Minneapolis this would necessitate 15,000 t o  20,000 signatures. 

There a r e  advantages and disadvantages t o  proceeding by pet i t ion and 
action of the  Charter Comission. 

a. The process of ge t t i rg  about 15,000 signatures on the pe t i t ion  
would have an educational value which might pave the way fo r  a popular 
campaign and favorable vote, - 24 - 



b. Since a ci t izens? committee would be l e s s  subject t o  
po l i t i ca l  pressures than the  Charter Commission, it is posslble tha t  the 
committee a lso  could produce a charter l e s s  weakened by po l i t i ca l  
compromises . 

On the other hard, the 'pe t i t ion  method, by proceeding without the 
blessing af of f i c i a l  bodies, such a s  the City Council, might increase the 
d i f f icul tg  of getting the  cooperation of elect ive and appointive of f ic ia ls  
who are most familiar with operat ions under the  present charter and whose 
advice would be helpful i n  preparing a new charter. Also, once a pet i t ion 
i s  ini t ia ted,  there can be no changes i n  t h e  charter  without renewing a l l  
the  signatures, 

Perhaps a combination of petit ions and favorable action by the Charter 
Commission can be developed. 



PART 111 

WHAT FOHM OF GOVisRNMlENT IS BEST SUITED TO 

MINMUPOLIS ' NEEDS? 

Having now analyzed Minneapolis1 present form of government and found 
it seriously lacking i n  many respects, we may consider this  question: m a t  
form of government i s  best suited to Minneapolist needs? 

A. FOUR W O R  FORMS OF MUNICIPAL GOVERNlYIFNT 

American experience has produced four major f oms of ci ty government t 
(1) conrmission, (2)  weak mayor-council, (3) strong mayor-council, with or 
without a chief administrative officer (CAO) appointed by the mayor, and (4) 
counci 1-manage r . 

Table Eshows the number of c i t ies  with 1950 population of 250,000 t o  
1,000,000 broken down by mayor-council, cammission and council-manager forms. 
Weak mayor and strong mayor-council c i t ies  are grouped together because avail- 
able information does not always permit distinguishing clearly whether a ci ty 
has a weak or strong mayor system. 

Following is a brief description of these major forms: 

1. Commission (Exemples t S t .  Paul, Duluth unt i l  1955, Jersey c i ty)  

Both legislative and executive authority are concentrated i n  an eleoted 
commission of three to seven members (usually five). k e  cammissioner holds 
the t i t l e  of mayor and presides over c d s s i o n  deliberations. A l l  important 
acts, including major appointments, are performed by colleotive authority. 
One of the commissionersis assigned by popular election or by vote of the 
commission i t s e l f  to head each of the departments into which the c iWts  a h i n -  
is t ra t ion i s  divided. The commission, acting as a body, i s  supposed, theoret- 
ical ly a t  least  t o  bring about harmony and coherence in  the conduct of i t s  
members as department heads. 

2. Neak mayor-council ( ~ x a m ~ l e s  : Minneapolis and chicago). 

This type has been adequately described i n  the Part I analysis of 
Minneapolis' present form. The elected ~ r ~ y o r ' s  powers are limited so that 
he i s  not a chief executive. The strength of the council i s  v i ta l ly  affected 
among other things by the number of independently-elected officials  and inde- 
pendent boards and conanissions that  exist. 

3. Strong mayor-council 

a. Without chief administrative officer (W) appointed by mayor 
(Examples : Cleveland and ~ e t r o i t )  . 

Responsibility for administration i s  largely centered in  the elected 
mayor with few, i f  any, independently elected administrative officers. 
m i l e  the council exercises legislative powers (independent boards are few or 
non-existent), the mayor has the power to  propose budgets and programs and veto 
ordinances. Basically this  system provides for  separation of powers and checks 
and balances , - 24- 



b. X i t h  CAO - conrmonly knawn as mayor-administrator form. ( ~ x a m ~ l e ~  : 
New York, P h i l m p h i a ,  San Francisco, New Orleans, Newark, ~ u l u t h ) .  

This i s  the strong mayor-council form w i t h  this difference: the  
charter provides for  the mayor' s appointment of an administrator (f  r e q u e n t l ~  
called chief administrative officer-- CAO) t o  a c t  for  h im  i n  directing and 
coordinating the work of the administrative departments. 

This i s  an improved version of the strong mayor-council form. I t  
overcomes two major crit icisms of the strong-mayor plan without CAO: (1) tha t  
the top administrator (the mayor) i s  elected f o r  reasons t h a t  have l i t t l e  
re la t ion  t o  h i s  a b i l i t y  t o  d i rec t  a large-scale administrative organization, 
(2)  t h a t  even if he were a capable administrator, h i s  other dutihs leave 
him too l i t t l e  t i n e  t o  devote t o  administrative problems. 

I n  the  remainder of t h i s  report our consideration of the strong mayor 
form of government w i l l  be confined t o  the type with chief administrative 
off icer ,  since it represents a l a t e r  phase of development and appears to have 
increasing acceptance among c i t i e s  with the strong mayor form, It w i l l  be 
referred t o  hereafter as the mayor-administrator form, 

4. Council-manager (Exmplest Cincinnati, Kansas City, Dallas, St. Louis Park) 

The council i s  a small body, usually eleoted a t  large, The mayor i s  
a council member, e i ther  elected as mayor or  chosen by h i s  colleagues t o  serve 
i n  t h a t  position. The counci 1 appoints and removes a t  i t s  pleasure a manager. 
Subject t o  the council, he i s  responsible fo r  administration, including appoint- 
ments and removal of a l l  h i s  p r i n c i N  subordinates. The number of of f icers  
elected by the people or appointed by the council, and so independent of the 
manager, is usually much restr ic ted.  

B, BCW DO TRE VARIOUS FOlMS &EASURE UP TO PRINCIPLES 
OF GOOD CHARTER? 

1. Weak mayor -counci 1 

We have already evaluated the weak mayor-council form i n  terms of 
principles of municipal organization and found it seriously wanting. 

2. Commission form a l so  defective 

The aommission f o m  is clearly disqualified fo r  these reasonst 
t 

Top executive responsibili ty i s  not placed i n  a single of f ic ia l .  There 
is no chief executive. Top executive respond~ibili ty is  shared by a l l  the 
elected c d  ssioners. 

It i s  impossible t o  avoid ~ e ~ i s l h t i v e  intsrierenoe ritb departmental 
administration and provide a separation of the h o  functions, The commissioners 
are both leg is la t ive  of f io ia ls  and top administrators, 

Table 1, showing the changes i n  form of government from 1936 to 1955 
among larger  c i t i e s ,  indicates dissat isfact ion with t h i s  form, 



2. Mayor-administrator and council and council-manager forms offer  many ad- 
vantages over other two forms 

The chief difference between the mayor-administrator and council and 
council-manager forms on one hand and the weak-mayorcouncil and commission 
forms on the other is tha t  the  former separate leg is la t ive  and administrative 
functions and central ize leg is la t ive  responsibi l i ty  iii one body and administrative 
responsibili ty in one perscm. Thus, these two forms meet these key principals 
of good organization ci ted in Part I: 

, High degree of v i s i b i l i t y  

. Election of only those off icers  necessary f o r  adequste representation 
and sound policy dete nnha t ion and leadership. 

Centralizing of responsibili ty f o r  legis lat ion i n  the council, 

Placing of top executive responsibi l i ty  in a single of f ic ia l ,  

Either of these two forms therefore provides def in i te  advantages over 
the present organizat ion of kinneapolis government. Either form would encourage 
more c i t izen  in teres t  and provide be t t e r  assurance of leadership, a legis lat ive 
body with more responsibi l i ty  and accountability, and an administrative organiza- 
t ion designed to  promote efficifhcy and economy. 

Citizen in teres t  under e i t h e r  form would be stimulated because the 
voters would know who is respo~sib' ie f o r  what. They would have a be t te r  oppor- 
tuni ty t o  know the record of decisions, accom?lishments and costs. Reduction 
of the n w i e r  of elective of f ic ia ls  would reduce the voter 's  present d i f f i cu l t i e s  
of making an intel l igent ,  meaningful choice, and t h i s  would i n  i t s e l f  increase 
ci t izen interest ,  

Leadership in government would be encouraged by greater centralization 
of powers and responsibili t ies.  ~ u a l i f i e d  individuals would f ind greater 
satisfactions in government service, 

The City Council would bave broader authority and responsibili ty f o r  
legis lat ion and f o r  an effective check on the qual i t ies  of administration with- 
out finding it necessary t o  spend so much time in the de ta i l s  of administration 
as  has developed under the present Minneapolis charter. 

Administration would be under the unified direction of a single 
executive and would be performed by professional administrators responsible t o  
elected government of f ic ia ls .  Efficiency and economy would be promoted by 
centrdlized budgeting, auditing and reporting covering the a c t i v i t i e s  of the 
various e i t y  departments, 

C. SEqILARITIES AND DIFFEREIJCES OF THE MYOR-ADm\JISTR.ATOR AND 
COUNCIL AND THE COUiiCIL-MANAGER FORMS OF CITY GOVERNI!lENT 

The s imi lar i t ies  between the two forms are more significant than t h e i r  
differences. This i s  c lear ly  indicated by the  observations noted above under 



which both forms meet the fundamental tes ts  of good government. Even where 
differences or comparative advantages or disadvantages do exist.. there are also 
possibilities for  reducing the disadvantages and for bringing the positive 
factors recammending either form up to  the standards of the other. Thus either 
form, when written t o  provide answers t o  possible objections, would represent 
a dist inct  advance over the present charter. Either form could be constructed 
t o  make effective provisions for the needs of Yimeapolis govermnent. 

1. Comparison of the basic charateristics of the council-ntanager and myor- 
administrator -and counciIt forms - OX c i t y  government 

It is important t o  bear i n  aind that  t h i s  comparison i s  made up of 
generalizations which cannot provide a f i l l y  accurate description and cannot 
begin to  cover a l l  the variations which are i n  practice or may be possible. 

C ounci 1-manager Mayor-aclminisb#&or and council 

The chief administrator -- the manager -- The chief administrator -- the CAO 
i s  appointed by the ci ty oouncil. -- i s  appointed by the mayor. 

- Although legislation i s  oentered i n  - The mayor hes direct respons- 
the council and administration i n  the i b i l i t y  for administration which 
manager, the l a t t e r  i s  directly re- i s  exeroieed through the W. 
sponsible to the council, so there i s  The oouncil i s  primarily re- 
no separation of powers as i n  the s ta te  sponsible for  legislation and 
srpd federal governments. keeps a check on administration. 

A m a l l  council (7 or 9) is the general Councils tend t o  be somewhat larger , 

rule, w i t h  a l l  or a majority elected a t  (9 to  17). Election a t  large of part 
large, i n  some instances by proportional of the council i s  ?avored but not 
representation. stressed t o  the same degree. 

- Electson of a majority a t  large helps - Fact tha t  mayor represents whole 
assure decisions based on the best c i ty  offsets ward interests of .. 
interests of the c i ty  as a whole. ward-ele cted councilmen. 

The mayor ma be elected by the voters 
(Kansas City 3 or he may be chosen from 
and by the council. 

- He i s  a member of the council and 
presides over i ts meetings. He has 
no veto power. 

Question of who shall  exercise policy 
leadership must be worked out among the 
mayor, the council and the manager. 

- Mayors i n  a council-manager c i ty  can 
provide strong leadership, as shown 
i n  Cincinnati, Kansas City. 

The mqor is elected by the voters. 

- He usually has the veto power. 

Policy leadership oenters i n  the mayor. 

- Fact that  he i s  elected and has 
administrative responsibility 
leads voters t o  look to  the mayor 
t o  propose and work for  programs. 



- Broad administrative powers of the 
manager encourage h is  taking the 
i n i t i a t i v e  i n  proposing policies and 
programs. 

Manager i s  appointed by the council, i n  
accordance with the provisions of the 
charter, on the basis of h is  a b i l i t y  as 
an administrator. 

- H i s  tenure w i l l  depend upon 
continued support of a majority 
of the council. 

-CAO helps develop, propose and 
carry out program. 

CAO i s  appointed by mayor in accord- 
ance with provisions of ohar te r ,  on 
basis of h i s  ab i l i ty  as an admin- 
i s t r a to r .  

- H i s  tenure w i l l  depend upon 
the continued support of the 
mayor. 

2. Comparative views of municipal government authorities;  

Excerpts from American City Government, Anderson & Weidner, 1950 t 

"The complete unification of the powers of the c i ty  in the hands of 
single-cheunbered council serves t o  restore the council t o  i t s  original position.... 
of dignity as the actual and responsible governing body of the ci ty.  In  no other 
way did it seem possible to a t t r a c t  into the council the type of men needed 
there, t o  have a l l  projects aonsidered on the i r  re la t ive  merits, or  t o  preserve 
the representative and deliberative functions of the government....the f a c t  
that  the chief administrator i s  always subject t o  council control i s  one of the 
most valuable features of the plan. It i s  practically impossible t o  have i n  a 
council-manager c i t y  the recurrent contests between the council and the chief 
executive t h a t  are t o  be met i n  some strong-mayor cities.....And because it has 
always such complete control over the manager, the council usually learns tha t  
it i s  bet ter  t o  give him and h is  a b i n i s t r a t i o n  a f a i r l y  f ree  hand than t o  bind 
them down with a burdensome s e t  of complicated regulations. The resul t  i s  a 
mnoothrrteea- and a f l ex ib i l i ty  i n  administration not previously attained i n  
Ameri can c i t ies .  " 

. . . . . . . ."The two advantages thus f a r  described may be summarized as the unif i-  
cation of powers with administrative specialization. But  the council-manager 
plan goes even further  than th i s .  It not only permits administrative specializa- 
t ion  while retaining complete unity of control and direction i n  the hands of 
the pol i t iaa l  branch, but t o  the council tha t  honestly t r i e s  to conform t o . t h e  
s p i r i t  of the plan it gives advantages not possessed by c i t y  councils under 
aq other form of c i t y  government i n  existence i n  the United States. It gives 
the council the right t o  choose as  c i ty  manager the most able and experienced 
administrator t o  be found i n  the country a t  the salary it can afford to pay...' 

........" Indeed t o  the council tha t  desires t o  give the best services possible 
t o  the people, the council manager plan gives the opportunity t o  command a 
bet ter  trained, more unified, and more responsive administrative organization 
than is possible under the commission plan, the strong-mayor plan, or aq older 
plan of organization i n  American c i t i e s  ." 



John E . Bebout, Assistant Director, National Nunicipal League : 

"Cincinnati, w i t h  council-manager government, i s  the only c i t y  over 500,000 tha t  
does not have sane variat ion of the mayor-council plan, It i s  certainly not 
without signifiaance, however, t h a t  the council-manager plan i s  the most popular 
i n  the next lower population group 250,000 t o  500,000 -- as well as  i n  t h e  
50,000 t o  100,000 and 25,000 t o  50,000 population groups." 

n ........ But the deadlocks, the bcck-passing, and the evasions of r e s p o ~ s i b i l i t y  
that  are  common occuranoes i n  governments organized on the basis of the separa- 
t ion of powers are too well known t o  need recounting here. n 

. . . . . . . ."It i s  clear  t h a t  the choice of means f o r  inproving management must 
depend heavily upon the kind of c i t y  council it i s  deemed desirable and 
possible t o  have .n 

........ "Of course policy leadership i s  necessary i n  large cities...Fortunately, 
out of the richness of'llmerican mul;icipal experience, we have learned tha t  
there i s  more than one way of providing it. There are, fo r  example, some 
pret ty big council-manager c i t i e s  that  have not sufferedfor lack of poliay 
leadership---Cincinnati---Kansas C i t y  where the mayor i s  electec? separately 
from his colleagues on the council and has proved to  be a pol i t ioa l  leader 
i n  the bes t  sense of the word." 

. . . . . . . ."council-manager government i s  essent ial ly  functional. 1% is the 
simplest evailable s t ructural  arrangement fo r  obtaining representative de- 
cisions on policy and competent execution of those decisions. n 

. . . . . . . ."But, i f  a "strong" mayor f a i l s  t o  provide proper leadership, there is  
generally no one who can f i l l  the breach. &!embers of the council are i n  no 
position, legally or  pol i t ical ly,  t o  compensate f o r  h i s  deficiencies," 

. . . . . . . ."The council-manager plan is  today a going operation of some 40-odd 
years' standing,..The plan continues to  gain ground on the basis of practice... 
This practice, more naturally and ef f ic ient ly  than tha t  of any other plan, 
re f lec ts  tha t  t unity of the Government of the  City of New York accepted at3 
fundamental t o  a sound system of government." 

. . . . . . . ."Americat s dis t inct ive contribution t o  municipal government, governtnent 
based upon the marriage of leg is la t ive  supremacy with professional casnpetence, 
sha l l  not be sold down the river." 

. . . . . . . .nIn the long run no government w i l l  remain permanently f a r  above the 
level of the capacity of a f a i r l y  good cross section of the ci t izens t o  work 
together through po l i t i ca l  and c iv ic  agencies fo r  sound, common objectives ." 

b . Mayor-admini s t rator .  and ceuncil: 

Excerpts from American City Government, Anderson and Weidner, 1950: 

....,.,.' *The strong-mayor plan i s  the culmination of a long e f f o r t  t o  ?lace in  
one man responsibili ty for  administration of c i t y  a f fa i rs .  It clings t o  
t rad i t ional  iirnerican separation of executive from leg is la t ive  department and 



i s  i n  some respects a copy of the form of national goverrment." 

11 ....... Policy leadership i s  becoming more important as c i t i e s  come t o  perform 
even more functions. I t  i s  of greater weight i n  larger cities,..The strong- 
mayor plan f a c i l i t a t e s  t h i s  leadership.. ." 

11 ........ There are important considerations that  lead t o  the conclusion tha t  %he 
strong-mayor form i s  a good plan of organization for  c i t i e s  of more than a 
million inhabitants and perhaps for  a l l  those over 500,000 while the plan is 
probably nct  the best available f o r  those of less  than 250,000 inhabitants ." 

11 ....... Given the f ac t  tha t  the Nayor i s  and must be a pol i t ica l  o f f i c i a l  
prinarily, much tha t  has been wri t ten i n  crit icism of the strong-mayor plan is 
rather beside the point.. .If the mayor t r i e s  t o  be both the policy leader and 
the chief professional achinistrator,  confusion might resul t ,  but i f  he appoints 
a deputy meyor or chief f i s c a l  off icer  who i s  prcfessionally competent, the 
mayor can devote himself t o  the larger issues confronting the c i t y  without much 
danger that able administration w i l l  not be forthcoming. There i s  no a pr ior i  
reason why the nayor camot choose jus t  as competent a man as  h i s  deputy or 
f i s c a l  off icer  as the council chooses f o r  manager under a council-rganager system. 11 

. . . . . . ."In a small c i ty  it i s  the comci l  that  makes almost a l l  policy decisions, 
and it probably makes them during an occasional evening meeting. I n  a very 
large c i t y  the council, chief executive, and nearly a l l  department heads must 
make importznt policy decisions no na t t e r  what %he form of governmen-t. This i s  
one reason why we believe that  the cjouncil-manager plan has much t o  recommend 
it i n  the case of small c i t i e s ,  and the strong-mayor-council form much t o  
recommend it i n  the case of very large ci t iss ."  

Excerpts f r m  "The Ganerallfanager Idea for  Large c i t ies"  by Wallace 
S. Sayre i n  Public Administration Revier;, tlutumn, 1954: 

I1 ....... A new managerial idea isetaking hold i n  the large c i t i e s  of the United 
States. . .By marrying the  manager idea with the idea of the elected chief 
executive, the gmeral manager plan preserves the off ice of mayor as the 
center of pol i t ica l  leadership and responsibility. In large c i t i e s  this center 
i s  widely regarded as indispensable t o  effect ive government." 

. . . . . . ."The general manager plan may be regarded e i ther  as a competitor of the 
council-manager idea or as a more mature form of the manager idea ref lect ing 
the judg~ient i n  the larger c i t i e s  that  the council-manager plan represents an 
unnecessary surrender of the values of leadership and accountability found i n  
the ins t i tu t ion  of the electe6 chief executive .I' 

. . . . . . ."Eight large c i t i e s  ( ~ o s t o n ,  Los Angeles, Louisville, Newark, New Orleans, 
New York City, Philadelphia and San ~ r a n c i s c o )  have now established some kind 
of general managerial assistance for  the mayor. In two others ( ~ 5 i c a ~ o  and 
~ e t r o i t  ) proposals f o r  such general managerial arrangements have been made . " 

. . . . . . .''Why has t h i s  happened?. . . . (1) the council-manager f o m  "had proved t o  
be unacceptable i n  the large c i ty  environments, but the values of the managerial 
ideas were s t i l l  sought i n  some more a t t rac t ive  s tructural  form: (2 )  A mayor 
chief executive i s  a center of "public leadership" and "responsibility", which 
i f  preferable t o  the " legis lat ive supremacy" represented by the council-manager 



plant' 8 (3) the mayor-adninistrator plan 'If i t s  easi ly and comfortably into the 
American po l i t i ca l  systemtt--(elected chief executive, mayoral ib~ as f oms of 
party ba t t le ,  integration, professional management) 

. . . . . .."In every instance, tne mmager i s  appointed by the mayor. Only in 
Los Angeles i s  counci 1 approval required.'' 

. . . . . . ."Powers of the Mar-ager: The powers of the manager may be described i n  
three categories: (1) the pwoer t o  appoint and remove heads of c i ty  agencies; 
( 2 )  the power t o  supervise c i ty  admiristrative operations, (3) the power t o  
provide general advice and assistance t o  the mayor,. . n 

It ....... The emergence of the nayor m a g e r  plan has breached the monopolistic 
claim of the council manager plan t o  the  managerial vir tues by presenting the  
new and strong competition of an al ternat ive manager plan." 

3 .  Xxperiences of other c i t i e s  

Various tabulations oa comparativa forms of c i ty  government, particularly 
i n  re la t ion  t o  the cdu~c i l -baager  and mayor-administrator *+ld forms 
compiled by the Citizens League Sub Conrmittee on Comparative Forms of City 
Government. Facts a116 observations drawn from these tabulations are presented 
below, but with the suggestion tha t  reference also be made direct ly to the 
tabulations for  greater detai l .  Variations between forms i n  actual  use are  
very wide, so too much weight should not be placed on the tabulated resul t s  
or generalizations derived from thm.  

a.  General A tabulation from the Municipal Year books s5ows tha t  
f o r  U .S. Cities with 1950 population of 250,000 t o  1,000,000 the mayor-council 
form gained two c i t i e s  (17 t o  19), the council-manager form rained two (8 t o  lo),  
but the commission form l o s t  four (10 t o  6) between 1334 arid 1955. San Antonio 
and Toledo adopted the council-manager form, Houston, NtSw Orleans and Newark 
adopted the mayor-council f o m  from comparatively weak f oms (as i n  ~ i n n e a p o l i s  ) 
t o  stronger forms such as the mayor-administrator form. 

In another table  based on data relat ing t o  governments with 1950 
population over 250,000, the 1956 figures show: 

. Cincinnati is  the only c i ty  with 1950 population over 500,000 which 
has the council-manager form. However, f o r  c i t i e s  with ?opulations f r m  250,000 
t o  500,000, nine out of 23 now have council-manager charters. 

. The mayor is  elected by the people i n  a l l  c i t i e s  except for  7 of 
the 10 council-manager c i t i e s  where the mayor is  elected by the council from 
i t s  awn membership. In the other three council-manager c i t i e s  the mayor i s  
elected by the people. 

, Cumcil s ize  varies between three i n  Birmingham and 50 i n  Chicago. 
The most ccmslon s ize  i s  nine, but the larger c i t i e s  tend to  have larger 
councils, (gost changes i n  council s ize during the past  t en  years have been 
t o  a smaller council.) 

Of the 41 c i t i e s  l i s ted ,  30 e l ec t  one or more council members a t  large. 
The number elected a t  large varies between one and 11. 



17 of the 41 c i t i e s  e lec t  no c i ty  o f f i c i a l s  other than the mayor and 
the members of the council. 11 elec t  the controller, seven e lec t  the treasurer* 
 he trend i s  t o  e l ec t  only the mayor and the council). 

b . Council-manager, mayor-administrator and c o w Q  f ~ n n s  - campared 

Another table compares two council-manager c i t i e s  with four-myor 
administrator c i t i e s .  The two council-manager c i t i e s ,  Cincinnati and Kansas 
City, adopted t h e i r  charters i n  1926. Philadelphia, New Orleans and Newark 
adopted mayor-administrator charters i n  1952 and 1954, and San Francisco has 
had t h i s  form since 1932. 

The manager i s  chosen by the c i ty  council in the council-manager c i t i e s  
and the CAO i s  chosen by the  mayor i n  the mayor-administrator c i t i e s ,  with the  
additional consent of the council i n  the case of Newark. 

The manager's term i s  indefini te  i n  the two manager c i t ies ,  and i n  - Sari Francisce and N m  Orleans. In Philadelphia and Newark the term is four 
years, corresponding to  the Mayor's. 

Managers may be removed a t  the disoretion of the council. In  New 
Orleans the mayor may rembve the administrator, and the council may remove h i m  
by majority vote. In Newark the mayor may remove him a f t e r  notice and chance 
t o  be heard, but the counc5.l by a 2/3 vote may disapprove the removal. In 
Philadelphia the mayor muit prefer charges; the administrator may appeal t o  
the c i v i l  service commission which may campensate but not restore him. I n  
San Francisco the mayor m q r  not reiove the adminbtrator, but the l a t t e r  is  
subject 60 reca l l  i n  an election, or the board of supervisors (council) m y  
remove him by a two-thirds vote, 

The two managers are required t o  be selected solely on the basis of 
the i r  executive and administrative qualifications. Similar charter provisions 
exis t  i n  the mayor-administrator c i t ies ,  except thaB Newark has no charter 
qualif i ca$ione : 

*he two managers have broad administrative powers : t o  ac t  as chief 
supervisors of administrative affairs ,  t o  appoint and remove major department 
heads, t o  prepare and submit budget estimates, and t o  make recommendations-w 
the council. Administrative powers of the administrators i n  the four c i t i e s  
vary. In New *leans the C A O - ~ ~ ~  appoint, and remove heads of a l l  departments 
except law and c i v i l  service. In Philadelphia t h i s  power extends t o  a l l  but 
finance, l a w  and personnel heads, and i n  San Francisco it extends to  departments 
specified by name i n  the charter and constituting about half the c i ty  agencies. 
In Newark the CAO has no power t o  appoint or remove heads of agencies. 

In  San Francisco the C A O t s  power to  supervise is  confined t o  the 
departments specif ical ly assigned him by the charter. The Philadelphia C A O t s  
supervisory power i s  largely confined to  departments whose heads he appoints. 
The Nm Orleans CAO has general supervisory authority over a l l  but a few depart- 
ments and has cer tain general magement functions, such as administrative 
analysis, and budget preparation, I n  Newark, the CAO supervises administra- 
t ion  of a l l  departments except law and finance. 



In  Philadelphia the CAO i s  general management advisor to  the mayor. 
In the other mayor-administrator c i t ies  they have no such explici t  respon- 
s ib i l i t i e s  i n  m&agement matters, but i n   ark and New Orliane the 6 b t  8 ass is t  
i n  preparing the mayorrs budget;. 

The council chooses the mayor i n  Cincinnati for  two years, but; in 
Kansas c i t y  and i n  a l l  the mayor-administrator c i t i es  he i s  elected by the 
people for  a four-year term, He has no veto power i n  the council-manager 
cities, but has th i s  power i n  the other four c i t ies ,  subject; to  overriding 
by a 2/3 vote of the council, 

Council size varies from .seven i n  New Orleans t o  17 in Philadelphia. 
A l l  s ix  elect  a t  leas t  part of the council members a t  large, with both Cincinnati 
and San Francisco electing a l l  council members a t  large. Five of the s ix  c i t i e s  
elect council members for four years on a non-staggered basis, Cincinnati, for 
two years on a non-staggered basis. 



D. SlJl&IARP AND CONCLUSIONS 

The evidence presented above shows that the necessit ies of Q t y  government 
have resulted i n  a s h i f t  away from the comission and the weak mayor-cauncil 
farms of government to ei ther  the council-manager or the mayar-administrator 
and council variat ion of the strong-mayor-council f om. 

Both pract ical  experience and the views of authori t ies  on d t y  government 
provide the conclusion tha t  e i ther  of these newer forms, when well  drawn, would 
provide a form of government well suited t o  the  needs fo r  change which a re  
evident in Minneapolis. Both would m e t  t h e  objectives sought in greater 
c i t izen  interest ,  a t t r ac t ion  of qualified leaders and c i ty  employees, a respons- 
ib l e  leg is la t ive  body and an administrative organization which can a c t  w i t h  
efficiency and economy. 

Decision between the two w i l l  depend upon value judgments and weighing 
of such points as  the f ollawing: 

po l i t i ca l  leadership 
professional administrative standards 
efficiency and e conongt 
a t t rac t ion  and r e  tention of capable, career-minded employees 
checks and balances 
separation of powers 
ci t izen in teres t  and participation 
degree of emphasis between representation of c i t y  a s  a whole or by areas* 
su i t ab i l i ty  fo r  a c i ty  of the s ize  and nature of Elbieapolis 
ease of t ransi t ion from present weak-mayor-council goverment 
likelihood of voter  approval 

I n  appraising these factors  i n  re la t ion  t o  tkre two forms of government it 
is important t o  keep i n  mind that ei ther  form can be drawn t o  correct the 
balance i n  favor af the other. Thus, if it should seem that the mayor-administra- 
tor and council form provides mare vigorous leadership than a c~uncil-manager 
government under which the council e lects  the maym, a provision t h a t  the mayor 
be elected by the people and that he serve a s  president of the council could 
do much to bring more leadership i n t o  the council-manager f om, On the other 
hand if it should seem tha t  the mayor-adminis t r a to r  and council form might not be 
a s  effective i n  establishing high administrative standards, t h a t  could be cor- 
rected by the specification of standards f o r  appointment of the administrator 
and safeguards against a rb i t ra ry  dismissal, I n  l i k e  manner other adjustments 
can be made to meet desired objectives, 

Charters fo r  e i the r  farm of c i t y  government can be written t o  provide 
ef f ic ient  administration, leadership, c i t izen  in teres t  and leg is la t ive  res- 
ponsibili*, and adjustments can be made in re l a t ion  t o  loca l  history, objectives 
and needs. 



This i s  a preliminary report. No f i n a l  conclusions have been reached 
as t o  which of the two modern f o m  of c i Q  government should be recanmended 
f o r  approval the voters of Minneapolis. A l l  members of this committee agree 
t h a t  a r e a l  need exis t s  and that  one of these new forms should be decided upon 
as a basis f o r  a preliminary draf t  of a proposed new charter f o r  Minneapolis. 

The c o d t t e e  has therefore concluded tha t  before any decision is 
reached, the guidance and counsel of representative ci t izens should be sought 
without any general publicity. The question of a new charter f o r  Minneapolis 
i s  so fundamental tha t  it is important t o  have broad part ic ipat ian i n  the 
deliberations leading up t o  the i n i t i a l  draft so that  understanding and support 
w i l l  develop from the start of a move for  a new oharter. The time for  publioity 
w i l l  come l a t e r ,  a f t e r  general agreement has been reached on the  formwhich 
appears t o  be most suitable and acceptable fo r  Minneapolis. 

It  is  therefore proposed tha t  copies of t h i s  preliminary report of 
Proposals f o r  Reorganization of ~ ~ e a p o l i s  City Ctovernment be made available 
f o r  the consideration of representative ci t izens and tha t  members of t h i s  
c o d t t e e ,  of the League s t a f f ,  of the Board of Directors and other interested 
members should form a committee fo r  the purpose of dis tr ibut ing copies of t h i s  
report t o  representative cit izens and t o  interview those ci t izens regarding 
t h e i r  conclusions and reconanendations after study of the report. It i s  suggested 
tha t  a questionnaire be drafted t o  enable the interviewers t o  f ind  answers t o  
the key questions regarding s u i t a b i l i t y  and acceptabili ty of these two forms 
of government and t o  the general question of the best  way t o  promote c i t i r e n  
understanding and support once a decision on form of government has been 
reached. 



Citizens League 
601 Syndicate Building 
Fe 8-0791 APPEbTDIB A 

--- by the F 0 - d  RXU&UZW. Conrmittee -- 
__._ . - -----anh99prsc~ed b~t3he hard- of Directors, January 11, 1956 

PREFACE 

Government in our d m o ~ t a t l c  soaiety is  a maans, not an end in i.t;8;elf. 

The nature of the means has an important influenoe on the attainment of 
the end. Government serves best as: 

1. It i s  responsive to  the desires of the people 

2, It performs the services desired by the people i n  an economical and 
ef f i oient manner. 

Government i s  made of men and laws. The men in  gavemment have a goad 
deal of influence on the type of laws within which the government functions 
and the manner in which the laws are carried out. However, they do not have 
the final say upon the basic laws. In local government the basic laws are 
determined by the State Constitution and State Statutes and, where nhame rule" 
exists, by the local voters through their power t o  adopt and revise their  
"home rule" charter. 

The basic laws, or charter, set the ground rules as to personnel, powers, 
organization and procedures. They have a direct effeot upon the calibre of 
men who run for  office, who are chosen t o  run the government, and the type and 
quality of job which the man are able t o  do. 

Following are suggested objeotives of charter improvement. Proposed 
charter changes would be regarded as desirable or undesirable, from the vim- 
point of charter improvement, when tested by these objectives. 

The c d t t e e  believes that many of the objectives are intewrelated, so 
that any particular objective standing alone might not necessarily be supported 
by the cammnittee. 

I. TO PROVIDE GREATER CITIZEN INTEREST, PARTICIPATIOII APID CONTROL. 

1, IMPROVE VISIBILITY. Government can be held responsible more easily 
- - when powers are located where a l l  can see them, when the relation- 

ships between governmental officials and groups are clear ctnd govern- 
mental machinery i s  simple. 

2, ELIBBINAm UNNECESSARY CHARTER DETAILS, A s  the basic law of a city, 
the charter should be broad and flexible enough t o  permit changes in 
policy and administration without being constantly amsnded, 



-2- 38, PROVIDE FOR THE l3LBXXON OF UWf THOSE OFFICERS l d S l S W t Y  XJR 
AD3iQUPh; IiB%E3~AT1[0PI AJD lWTR4R FOLICH D-ZOW AND 
LEAD-. The greater tbe number of officers t o  be vote4 on, 
the gmater the difficulty of the fto.t;er*s makistg an intelligent 
choice, md the gmater the like- of his  be* discouraged 
f m m  voting or k q b g  to make an ~ t e ~ l i g ~ t  choice. 

4. E & R a T E  COWLETD?G OR W w m G  JURLSEaCTIWS* When two 
governmental agencies pmvide elm wme er s M U r  sem$ce in a 
shglii gecyg@&cal area, it fs lUeJJr that ~rtoney is bing; 
#asted. It algo adds to the v~terts confusion, deadening 
citizen interns% and reducing governmental responsibQiQ~. 

5. PLaCE TOP EIBCWNE RESPOmIJ(m IES AN &LEZTED C@'FJEIAL OR 
OME: CHOSEN BY AND BESPOHSIBLE TO TI@ LEO3SWNE BDDP* A- 
tstmtars, &oee guwlificatfms for their jobs are tecbical 
and caanot be ea&l,y knawn by the voter bn an eleetioa 
capafgn, shuld not be elected, but s h l d  be appointed by 
erleoted o f f  -1s t o  whom they are directly mspnsib3.e- 

6 ,  REQUIRE BPS AMWUAL B4@tiPmm X)GT~AVaITm pmvldes the 
public a4 the l~frpZa-tTve body vith more assurance %hat the 
finances of tPse gmemnt are hancbd efficiently and 5n 
accordame w i t h  l a w  and the stated policfes of the legislative 
brty. 

If. To PWVR% A &EZBLATTfTE: BODP WIGW TS ftE!FOWSIBZE; TO THE PUBLIC 
AND IS ABLE TO SEB W T  THE iWLICYIT FQRi,iS ;IS PROPEfiLY EXECUTED. 

1, CBlRRALIZE It&SWEJSIBILITY FOR LEGISLATION AND GNh: FWEFE 
CO&ll4,EHSUW WTPB RESPCMST3ll%TTY. ff legislative p e r s  are 
centralized *%eat¶ of scattered, policy -maMng is m e  
1iJmly t o  taka into aocount a l l  permental needs aad resuurces. 
Control of the school system, howevar, & a d  be exerais& by 
a separate body because of the large size of i t s  epem%%an and 
the traditional sewation af education from &her city fwc- 
tisns. 

2. C1B3TBBLIZE TAX-IJRYIitQ POWERS. 'phe paw= of the purse Ts a 
naceaaaxy ad,junct to .the power of legishtim, Oen%t.931ati~n 
~f legislative patroers requires centralization of t a % - l ~ y b g  
pwers. 

3. AVOID LEGZSLhTIWE IWI'EREEIESCE ~~P~ ADKINXSTRI1TIOIJ~ 

4, AVOID EAR- OF FUNDS. ~ a r - a a r k i n g  of Zwds in the 
charter tias the U s  of eLsted mpresentaM.vstsr who should 
be responsible for ~ b c e r t b g  finb9 on the bash of m%&ive 
nsed. kt tend@ to make the calecfive officials less reqxxksfble. 

5. lPROV.ZDs AN lBS%!i'm leFJD AlMndISTRATIVB FlRAXCH SO O M m  AS 
'PO MKZ BiB DIPPIES aEBD P m W E  OF EACH DIP-T EASY TO 
VIEW &D APPRAISE;, if this is done can the legislative 
body know how i t s  Xaws are being administered. 

I .  TO PROVIDE AN ADIQNISTRATIVE O l G A H ~ T I O W  NHICH CARRIES OUT BOLIC'CIES 
BM3 PWI)GRMS -JITH EFFICIINCY AND ECONQ14Y. 



C E N T W I Z E  AND CLEAPcLY ESTABLISH ADMllU'ISTFtATIVE RESPONSIBILITY 
AND A'JTH0,SITY ANB GIVE P0'wTE:RS COI~P!SUF.4TE.: d I T H  RESPOl!SIBILITY, 
The purpose Is t o  bring about coordinated and effective planning 
and execution of administrative programs and l e s s  duplicaticn. 

SIMPLIFY G C V E F N i m T A L  YACHIi4EFtY. Group l i k e  services together, 
avoid duplication, establ ish c l ea r  l ines  of authority and respon- 
s iS i l i ty ,  improve internal  control and general coordination. 

ITiiPRWE PIEDCIDURXS FOR FIMANCIAL PLANNING AND COIJTROL Provide 
the  maximum information about services, performance and finances 
t o  ena3le. the leg is la t ive  body t o  plan :.risely in spending the 
tax dollar. Provide constant reporting and ccntrols on the 
spending of money t o  be sure it is spent as  planned and can be 
adjusted t o  changiig conditions, 

GIVE TilE TOP A D ~ J I I ~ ~ I S T T U I T I V L  HEAD EFFECT WE TCOLS O F  ~JANAGENEJIT 
by placing under hin. the s t a f f  functions of personnel admi3istra- 
tion, financial managmnt, lega l  advice and systems anci proced- 
ures analysis. 

?ROT?IDE DZPA~T~GI~T I-E.ADS : i I T H  ADEQUATE ADi4IilISTPATIVE ASSISTANCE 
f o r  controll-kg t h e i r  departments, 

CENTRALIZE >~fiERn'ER PRAC'T ICASLE THE l l H O U S F i P I N G w  FUNCTIOiJS such 
as  building operation and maintenance, messenger -emice, steno- 
graphic and duplicating services, machine accounting, equiprent 
service, and records management, 
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Proparod by Citizens League of Minneapolis I Board of Estimate and Taxation 
and Eonnopin County - Oct 1956 I 

. - - - - - - - - . m ~ . 3 . r - . - - m - - - m - - - - - - - - - . I .  \ 2 olooted, 5 ex off ,  7 total  
k"' 

Council 

elected 

Sipmificant b t e s  

1856 - f i r s t  incorporation 
1867 - lcgislativo charter 

Clerk--. adopted 
M 1881 - chartcr rovised - I .S 1920 - homo rule chartor adopted jb 

re Chief 

- 
1926 - council-mgr charter 

defoated 
1948 - strong council charter 

I 2 i I def Eat oti 

U Inspector 

ent 

1923 
Auditorium 
Managers 



Table 2 

Forms of Governrmnt among Ue S. Cities 
w i t h  Population of 250,000 - 1,000,000 * 

1956 

1950 population 
c i t y  - (000 omitted) 
Baltimore 
Cleveland 
St. Louis 
Boston 
San Francisco 
Pittsburgh 
Milwaukee 
Houston 
Buffalo 
New Orleans 

Minneapolis 521 
Cincinnati 
Seattle 

!at 
468 

Kansas City, Mo. 457 
Newark 439 
San Diego 
Dallas 

435 
434 

Indianapolis 427 
Denver h6 
san Antonio 40s 

Form - 1950 population 
C i Q  - (000 omitted) ~orm 

mmphis 396 
Oakland 385 
columbus 376 
Portland 374 
Louisville 369 
Rochester, Ne Ye 332 
Atlanta 331 
~irmfnghu 326 
st. mul 311 
Toledo 304 

Corn 
Rr 
MC 

Corn 
MC 
M&r 
PIC 
corn 
Corn 
Mgr 

Jersey C i t y  299 corn 
Fort Worth 279 Mgr 
Akron 275 PIC 
Long Beach 251 &r 
OPaaha 251 Corn 

Jt 
MC - mayor-council 

Pfgr - council-manager 
Corn - comnission 

Table 3 

changes i n  Form of O o v e m n t  from 1934 t o  19%, 

U. S. Cities with ropulat ion of 250,OQO - 1,000,000 

Form . - 1934 - 19% - change 
Mayor- council 17  19 k 2 

Source: MUNICIPAL YESLR BOCjK. 1935 and 19%. - 40. - 


