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THE CITY MANAGER FLAN.

It might be well perhaps, before entering in upon
the study of the oity manager plan in Michigan, to exsmine
to some extent this newest :oxn og city govermment. Indeed,
4% 1s well to understand the principle of operation of the
machine defore the machine itself can be fully appreciated.

The eity manager plan is not much more than
twenty years o0ld. It might be said that it is as yet in its
infency. However, it has grown tremendously during the last
@ight or ten years and is finding favor in the public eye
more and more as each day passes. Thers are at present 346
@ities in the United States with this type of govormt.
Cansda is well represented with 16. Hence, it may be seen
that the idea has found good ground and is growing and bearing
Zxuis,

Municipal effioiensy depends upon the divorce of
Politics from municipal affairs. It is this very situstion
which has brought about the origin of the oity manager plan.
As will be noted later oa in this study, the reason for
Shange of govermment in the majority of eases, is an attempt
%o dring sbout a dissolution of the above mentioned combination.
The publie has finally reached the point of realisations,
Shat efficiency ean bde had in city government as well as in
Private institutions.

It is no wonder that this opposition has arisea
against the older forms of govermmeant. Most of the latter
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have bdeceme "political schemes™ eof graft and serruption.
Pudlic funds have been wasted in an attempt to further the
interests of these political machines. Waste and
extravagance have beea prsvalent oan every hand. Taxes have
Teached unprecedented heighta and yet the people have failed
te see any results in the way of pnblio improvements. Ko
study has bean made of eily needs, present or future, and as
the resuls the municipality has become dwarfted in its
forgotten and unimproved community.

It is this state of affairs, then, which has brought
about the so-oalled city manager plan. Im an sttq-)t te
isolate themselves as far as pessidble from the eenditions
amntioned adbove, the voters have adopted this very mew type
of govermment. Its sucoess in mmaller cities is already
established. It has been tried and is in operation in many
of our larger sities, amely, Cleveland, Roshester, Cincinnati,
Kansas City, Sacremente and several others. Ascording to all
reports it appears te flurish as u11 in the larger oities as
in the mmaller ones. There is mo doudt but that this plan is
the answer to the old riddle.

The City Manasger planm is in its ssseatial defalls
a 4uplication of the plan of orgaaisation in business
corporations. The voters have the status of steskholders and
eleat their board ef directors which, in this case, is the
ity sownoil. The latter then elect one of their cw mumber
as chairman and who 1is also the Mayer of the eity. The
sounsil pum all ordinanses, leviss taxes, appreves the
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buiget and makes apprepriations necessary to carry it out aad
detexnines as well the eity's general policies.

The mnemders of this esuncil may de resalled by the
people for failure t0 parform their duties or for asts eof
Jeginlation incensistent with the wishes of the people.

The eomnocil, or beard of direstors, select & gemeral
mmusmmunv_o and he Wu the
administrative head of the eity. He is responsidble $e the
eouneil for the axesution ef the pelicies laid down for him
by the oounsil and in the perfermanse of his duties. AL}
fotails of oity sdmiaistration are left te his diseretiea.

He smpleays and 4issharges all heads ¢f city departments and
approves the sppeiantment of all suberdinats employees.

The ocouncil ssis as a sheck oa the manager. He is
Tespoasidle to them for all his acts and decisiens and must
oenply with their commands. If he falls to do this he is
subjeot to instant correetica or evea diseharge.

This, thea, is the general idea of the oity manager
plas. With the foregoing odservations in mind as to the
speration of the plan we shall yroceed with the study.
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HHERE THE PLAN STARTED.

The dtj which reseives the eredit for deing the
Zizet ia the ecouatry to adept the city manager plan is
Staanten, Virginia. This is s munigipality of 10,000
populatien and lies in about the eceatral part of the state.

In the year 1908, the ooumoil of that eity senseived
the idea that a aity sheuld be rum as any other dusiness eater-
prise. Im sarrying eut this idea, a committes was appeinted to
stuly Galveston’s commission plan, to sndeaver to fiad a
solution for their probdblem. The eommittes found, however, that
they eooculd not proesed very far due te the reasen that the
sonstitution of Virginia prohibited the sdoption of suech &
govermment. Balked at their first attempt, the committee
dssided to revise their present system of asdministrative
organization to correspond with that of & private serporation.
48 a result the council ereated the offiees of “general manager”
whish £a reality sorresponis to the present eity mamager.

Mr, G, B, Ashburner, who is mow the mamrzor of
Steshtoa, Califormia, was the first maan te serve Stauaten.

His duties and powers were exactly as have beea catlined in
the foregoing plaa of this ype ef govermment.

Ia the exdimanece adepted by the Couneil of the City
of Staunton o Jammary 15, 1908, we find the managers duties
a8 outlined ia Article IV,

*"The Genersl Manager shall devete his eatire time to
the duties of his offiee, ani shall have entire ehsrge asd



centrel of all the exscutive work of the oity in its various
departmsnts and employees of the eity. He shall make all
eontrasts for laber and supplies and in general perform all

of the administrative work now performed by the several
standing cemmittees of the eounoil, exsept the finance,
erdinsanse, ssheol and anditing committes. The General Manager
shall diseharge ether duties as may from time to time de
required of him by the Oouncil.”

Ia defining the duties of the city manager, the
charters under which our present city manager eities are
working, are very mush like that adopted by the Staunton
Council in 1908. The work that they saw fit to delegate to
the mamager is, with alight exeeptions, the same today.

That the people of Stauaton wers well satisfied with
the new form of gevermment may de ascertained from the fact
that in 1920, after the 3tate Legislature had made it pessidle,
the oity adopted a gammine city manager charter. At the ssme
time they previded for a single couneil whereas they had
previously had & two-chamber council.

Sinee the adeptien of the plan in 1908, Staunten hes
had dut three mansgers. This is a very conservative aumder
whea one eonsiders the twenty year period. Mr., Ashburner
sexrved as manager for three years, resigning after that peried
dus to the difficulties under whick he ladored, nmmely, s two-
shamber coumoil.

Ia the summer of 1912, Sumter, South Carolins, & oity
ef 8,000 inhaditants, adopted a new sharter which was in its



overy detail a city manager charter. This was, therefors, the
first ¢ity to have the city manager gevermment.

It was but & short time after this that other
semmunities bdegan %30 fall in line. The system had had a trial
pezriod of feur or five years and had seemingly steod the test.
Ssudents of munisipal govermment had besn studying the plan
and its operation and were sold on the ides. Hense, the
smber of oity manager municipalities inoressed rapidly asd,
as has alresdy been stated, is beetming larger eash yesr.
There were fiftesa eities added t0 the list last year whisch is
indeed a goodly number.

Althe there are sertain omes of the old pelitieal
group who endeavor $0 turn bask to the older form of govermment
ths progressive voters are reluctant to & se. PFor the seeond
time in as many years, the voters of Cleveland have showa
their faith ia this form of govermment by defeating those whe
would return 0 the aldermanie type. The following is am
oditorial whish appeared in the issue of May Sxrd, ef the
Ragineering News-Record.

innolnl Stands Fast. Ones more the voters of
Cleveland have declared for a eontimmance of their oounoil-
mansger charter instead of going bask to the mayor and ward-
councilmen plan. As this is the sesond resent defeat of those
who wish $0 abanden the mansger plam, it may de sssumed that
1t will de ascepted for the preseat. By aldopting the plan a
Lew yoars age and standing by it after a shert $rial Cleveland
has givea its answer to the claim that a mansger may 40 for s
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amall ¢ifty but would be & failure im & large one. ommu
is centributing its prestissl experience te the same eads,
and 80 are lesser bhut still respectable-sized cities. The
oity manager plan is preving a suecess in the larger as in the
mmaller oities. mmtdmﬂommoumlnnmmr
popular sppreval warrants the expesstation that it will raise
the level ef munisipal sdministration.” |

The eity manager pian is here to stay and the suecess
that it is having in beth the large and mmall sities preves
Shat 1t is all that its supporters elaim £t %0 bs.



BABLY HISTORXY OF MICHIGAN.

The sotual settlement of Michigan for the purpose
of solanisation dates frem the founding of Detreit by
Lalistte Cadillas ou the 24th of July 1701. Aescording te the
tzeaty signed between Great Britain and Franse, the latter
surrsadered Michigan and Canada te Creat Britain on
September the 8th, 1760. Kichigan fermally passed inte the
possession of the United States ez the 1lst of July 1796, and
bYossme & part of the Northwest Territery.

After Ohio, Ipdiana and Illinois were admitted into
the Union, betwesn the years 1802 - 1818, MW,“
She Northwes$s Territory, reachisg from the lakes to the
Mississiypl andk from the northern boundary of the three states
adeove mentionesd t%¢ the British line im the morth, fell uwnier
the govermment of Michigan. 7The western boundary of the
state was fixed ss & 1ine running threugh the senter of Lake
Michigan. The territory west of this line was attsched “for
Judieial purposes.”

The exrdinaness sf 1787 and 1769 were adopted as its
eharter and Detroit was made the seat of govermment. The
Sexrritory was geverned frxom 1805 to 18£8 by a governor and
thres julges all of wvhom were appointed by the president of
the United States.

In Mareh 1825, congress vested the legislative power
48 a gevernor ank ecuneil composed of nine persons. These
1atter were seleeted by the president from a group of eighteen






A elected by the peeple of the territory. In 1835 s
censtitution was adopted and which was asoepted by congress
in June 10838, Mishigan was formally declared a state by ast
of songress ia Janwmry 1637.

On Mareh 16, 1847, aa sot was spproved by congress
which moved the seat of governmeat of the state frem Detroit
te Lansing. ZThis was made permanent by the eonstitution of
1850.

THE PIRST CITY IN MICHIGAN 70 BE INCORPORATED.

Detroit was the first eity in Michigan to de im-
sorporated. The date of its inocorporation was in Jsnuary
1602. The basos of the oity were estadlished in September
1806. On October B4, 10815, the set of 1502 was yepesled and
the sity was incorporated by the amme of "The Oity of Detroit”™,
the trustees to be the bdody pelitis by the name of "The
Boaxd of Trustees of the City of Detroit™. On Angust §, 1824,
the sity of Detreit was continned and the dody politic was
to be known by the nsme of "The Mayor, Recorder, Aldermea
and Fresmea ¢f ths City of Detroit."™ Bimse that time it bhas
bosa re-insorporated and has had much territexry added to it.

Detroit is not enly the oldest eity in Mishigan and
She first to be incorperated, but 1t is slse the largest ome
ia our state. Moreover, its preseat population rates it as
the fourth largest city ef the United éutu.
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AFTRODUCTION OF CITY MANAGEMENT IN MICHIGAN.

The city manager ferm of govermment had its imoception
in Michigan in %he oity of Big Rapids. This place is best
kmnprhp.tn its Ferris Institute which was founded by
the late Senmater Ferris. The eity is lecated in the central
part of the lower Peninsuls apnd has a population ¢f sdeut
4,568 secording te the 1920 Census.

That Michigaa has the hemer of having withia its
boundaries & ¢ity which was a pianeer in this movement may de
asesrtained from the faot that there were but 17 oities in the
United Stases with this type of govermment bdbefore Big Rapids
sdopted it. Just a fow months later Cadilles with & population
oL 9,750 fell in 1ine. There were in all $iree Michigan cities
whish adepted the plan in 1914, Manistee heimg the last one.
It will be sean by obeeaxving the mapy oa page that these
three oities are within close proximity of esoch other. It is
& well knewn fast that the vities having ity management are
always greuped together. This also will be brought out Wy
again referring %¢ the adove map. ,

Due to inefficliengy mnd politics ia the oify
administration which was oamposed of a lMayor and souncil, the
taxpayers of Big Rapids determined to adept the sity manager
piea hy & vote of 400 to 288. The plan went ints effeet en
Fabrmrxy 2, 1914, and has therefere been in operatioa for a
1ittle ever fourteen years.

Mr. O. B. Chappell was the first City Meanager and
eatered the office on May 4, 1914, at & salary ef $800.00.
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Be remained in the position until Fedruary 1, 1915, and served
therefore less than a year. Follewing him there were two
other men Whose texrms were respestively ene and twe years.

The present Manager is Dan Vincent whe has beem in
eZfiee sines July 1918. During this time he has received an
insreass ia salary of §500, and is a$ present receiving
$1500.00 per yeaw.

, That Big Rapids is in faver of the plan is prevea
by their saastion of it for fourteen years. REvidently they
are in a0 hurry to revert back to the ¢ld system. They have
the heaor of deing the Lirst oity ia the state te adopt the
Paa and they w1l ne deudt stay with it.
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The State of liichigan has the henor of having
moxe municipalitiss with the city manager ferm of goverament
thas any other state ia the Unisn. There is s total of 42
eities withia our boundaries which omme in this elase. This
Smber covers more thaa & third of the incerporated oities of
the state.

The follewing tadle will give some ides as %0 hew
the states range in the ammber of cities with this type of
govermmsnt. The states given have tw-thirds ef the total
suxber in the United States.

ZAMLE T,

““‘ ececcasscencscce 48
FLoxidh ccccvccccsceores
Califorsis cecccccccccse

PTEXEB cccccccccscessscce

'm seavesseernecese
OKlaNS cceccccscescse

s8R Y

ORi® cecccscrcscescssose

Jomnaylvanis ccccccccces 17
EMROOS ccccccococsccccss 1B
Bexth Carelinmd ccccccces 18

I8 is Aiff1calt to ssy Just why Michigsm sheuld heed
this 2144 of states. The plan origimated in the esst snd ene
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would de inclined to think that it would have more success
in its ewa Serritery. However, the plan spresd first to
Ohic and then te Michigan. It was in a large part due te the
‘remarkadle results attained in Dayten, Ohioc, that it spread
te our ewma state. | | |

" Zn the year 1909, the State Legislature passed the
Beme Rule Ast #279 shich made 1t possidle for cities to
changs their eharters if they were ebsslete or to adept suech
ethers as they best saw f£it. Hence, Michigan cities have not
bosn handicapped and suppressed as was the sase of Staunton,
Yirginia. This too, pezhaps, is a logioal reasom why Michigam
should have 39 nmny e¢ity-manager cities. They have had the
privilege of adopting their ewn charters sand have takea
sdvantage of the fast. S8inoe the abeve ast was pessed, sixty-
seven ¢f the sns hundred twenty-six eities of the state have
nads uss of this privilege. The majority ef these changes,
a8 has already beam noted, have deen to oity manager eharters.

CEARTER OR ORDINANCE.

Seme eities iastead of adopting new sharters, merely
pass aa exrdinanes creating the esuncil manager form. This has
_boen trwe of meny of the munisipalities in the ceuntxy.
Nishigan, however, has but three cities with sn ordinasce
sather $han a charter. These are givea in the eharst delow
whish gives the yearly growth of the city mansger mmaicipalities
in the State of Michigaa.
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TASLE II.
YEAELY GROWTH OF CITY MANACER CITIES.
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CITIES ABANDONILG

The Jity of Aldlen which adepted the eity mansger
plam 4im 1916, veted ia April of this yemr %o abanden the plan.
They chose instesd a esmmission form of govermment.

Phat the plam has not met with suecess ia Aldisa
is evidemsed by the faet that dnring its stay of ddeven years



they have had six eity msnagers. This is indeed s poor
showing. Certainly there must have deen some difficulty
senenhe re.

Ascordisg to the questionsire which the writer
ressived from the preseat oity manager, the eity made the
change becanse of politics. Up until last year whea political
agitation was again started, the plaa had proven s sucoess.
This perturbation was, however, carried on and the outoome
Was &3 has alresdy deen noted.

Aldiom 1s the first oiiy in the atate to drep the
aow plan after onse having tried it. It is the first
munieipality te cast aside a new gevermment which was just
Plased in eperation here im Michigan fourteea years age.

In the follewiag pages is given a 1list of the aity
maoager cities together with the name of the present manager
his date of appointment and his sslary. In the ssme list will
be found the date of adeption of the plan and whe ther by
ocharter or ordinsnce, and also the number of previocus managers.
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The aversge term of offiee im Michigan of the eity
mr#m boen wlightly over ﬁhru yoars. This does not
seem te Qat very well for the plan sinsce proponents of
ity msnagmment claim there is not the frequent change of
the exesutive head as in the elder forms of govermment.
However, by noting sarefully the terms of the more recent men
in offjee it will de obur;ol that the time has inoreased
greatly. It is not at all wnfrequent mow to find mansgers
remaining ia the mo—uty tr- four to six years. The reason
foxr this is perhaps the faot ﬁut wth the counsils and the
napnagers are realixing more and more the relations which
exist between them. It is time a‘.l.-; that the manager
novement itself is bdecoming more stabilised.

In the fellowing tadle is given the results u
ebtained frem data for 35 cities.

PABLE IXI.

LENCTH OF TERMS OF MANAGERS.

TERMS IN YEARS BUMBER OF CASES

11

o &+ & w M O
]

a4 & O+ O 2w M

s« e b o



ZABLE III.

LENGTE OF FRRMS OF MANAGERS.

SREMS IN YRARS NUMBER OF CASES

- 8
- 9
- 10

-

v o W
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The above chart does pot include the texrms of sueh
el o supplied for dut a few months during & vasansy. OCases
o2 fhis kind have been quite numercus.

Cadillas with a eity mmnager sppeinted in Janwary
1918, sad Oxystal Falls with one appeinted im Apxil of the
same Jear have the distinsction of having retained the same
napagers laongexr than any other e¢ities in the state. Beth of
these men have been in office nmow more than tem years. This
is to De sure, & fine record. |

ERASONS JOR CHANGING % THE GITY MANAGER FLAJ.

Ia an attempt te discover just what ressons
Jotivated the cities in ehanging frem their mrevious type of
Soverament to ocity mansgement, & questionaire was sent te each
oL t.ho,d.tm requesting their esuse or causes for the change.
¥he results of these finiings are the basis for the following

Paragraphs.
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The reasen givea for the change in the thirty-

Lfive questionsires exsmined, was the same in practically
‘every ease, ZThat is, the fundamentsl motive in each case
was the same exsept for the way in which it was stated.

This ehief reason was as one manager put it, “"lMore efficient
methed 0f aiministration with less polities”. %o iniicate
how mumak alike the reasons wers twe more cases will be cited.
Ons was "efficiency in govermment” mnd the other, "too much
polities”,

As the writer peianted cut ia the bdeginning of this
peper, the pesple are now dsmanding efficiency in goverment.
The questionsires proved this. From every oity, whether it de
big or mall, the spparent lask of efficiency was the reason
for discarding the old type of gevernment and setting up in
its plase city management.

It was not all surprising to find “polities”
stnnnarmpa. That and inefficiency ge hand im hand.

It is sn undeniadle fact thet where politics is prevalent
there one will alee find ineffieiencoy. They are dut eause and
offeet. Pglitios is the "reot of all evil®” im oity

Sovermment snd has been the ehief reason for waste, extravaganse,
and misuse of publis funis from time immemorial. It was not
unexpested therefore ts £ind both of these given &8 reasons
Lor adepting city managment. These smme grounds hold not only
Leor Mishigan dut for every municipality neo matter what its
goographical position. Politios and insfficlieney in
@overmment have hastensd the growth of the city menager type
of govermment.






RESULT OF CHANGL TO CITY MAKAGER.

The question which now naturally arises is,
"aas the new govermment done away with these evilst® On
these sme guestionsires whish were sent out, the results
of city mansgment wers recuested. iilthout a single
axseption they were unsminous in their approval eof eity
managensat, and in every oase was ths result as they had

Ons of the questiczaires eontained the following
statsssas as to the results cdbtalned under this form of
govermment,”™ Lewer taxes, mere publie improvements, lsss ward
politiss, and grezter efficlency in pudlie affairs." The
results given on the rest of the questionaires were in acoord
with the above quotation. Thesre is no doubt dut that the eity
nenager form of gevernnent san 4 these things and it has
dsne 8. 7This is evidenced by suwh stataments as that just
given and from the many more obtainable. City msnegement
has dean given the Job of cleaming up on pelities snd placing
eity governmmt on a businesslike basis snd has suscssded!

CHARTERS.

avmﬁmmnmmwry-m
&Xike. Ia fast the majority of them are pstterned after
e "Nedel Charter” as prepared by the National Mumicipel
Lesgue. This model has beem in eireulation since 1m. and



has besa used, thersfore, rather extensively. ZThere are
2oW mere than four hunired cities which have adepted, by
erdinanse or sharter, the ocity manager plan desoridbed in
18. |

The writer has in this study, had access to twenty-
sae eharters from as many Michigan cities. A study of
all of these revealed the fact that in their major
provisions they are all alike. The real adifference enters
of course, with respect to the sise of the city. However,
disregarding sise or populatien the charter of the mmall
tqnhn-wmmtomnnh that of the large
eiyy.

THE COUNOIL.

The charters are umanimous in stating that the
eounsil is the peliey forming group and shall have ne
part what-se-sver in aiministratisa. Their sautherity
snd power 1ies in legislation and detemining the city's
polisies. Thay adopt er rejest the buiget as prepared by
the manager, meke apprepriations aand determine the
sxlaries and wages.

~ Many of the shartirs state that aeither the counsil
&8 & body nexr say member thereef shall attempt to
influense the menager or uwsurp his powers. They have ne
right te diotate to him, ascarding to the striotest
iaterpretation of the eity manager plan, and the sharter
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enphasises the sams point. Administration iz not within
their power.

THE CITY MANAGER.

The City Manager is the elhief exeeutive of the
eity. BEHe is the administrative heed and is respoasidble
for the exssution of all the policies laid dowa Yy the
sownoil. Ea swpervises all werk, has sharge of. the
purebasing and prspares the dbudget. In all this he is
reayonsidle te n0 ons dut the souneil.

REGALL.

With the eéxasption ef the sharter of Otsego, all
these examined made preovisiens fer the reecall of say of
the dlective eftficers. 7This 1is echaraateriastis eof the
sity manager plan. It ia especially helpful in removing
a counsilman whe ia net up to standard or who 1s retarding
the efforts of the esounail.

INIPIATIVE AND REPERENDUM,

Another typleal provision te be found in the
charters of thia plan is that one whish grants % people
the right te present to the csuncil any legisliation whieh
they wish enscted. Asd then on the other hamd, we almo



find the provision for preseanting to the people, for
their approval, any measures which hn been enaoted by
the souncil. Beth of these stipulations are centained
~ 4n the Michigan charters. ’

CIVIL SERVICE.

Several of the charters exmmined made previsioa
for eivil service. This is, howsver, trus of only the
larger eities. ZThere is need for & service of this kind
where the positions te be filled are many and varied.

Labor eomditions have bdeen greatly impreved ia
many of the eities which have adopted the city msnager
Plan. The eight hour day is always in line with this
plan and wages ars reasonsble. #With a manager at the head
it is much sasisr te secure & remotion sinee polities are
eliminated.

CHARTER DIFFERENCES.

Ia the fellowing pages there will be foxnd seme
htoruthc dsta which has Deen assembled from the eharters
studied.
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*Nayer sppoints with coafirmstion of Council.

ELECTIVE OFFICERS APPOINTIVE
_ :_coumory 1 MANAGER
Bay City :ll.c-'u, :n,c,r. Co,As,A :llinor 0ffiecial :
Grystal Palls:X,Com'ss,J. iMa,C,%,A8,A  : ® .
Deardom »v:l,%'n,c,!,J. iMa,As, ;. -
Rsesasbe  :Clm,J. 1Ma,C, Aw. AN "
Sladstone im'r-, 3. ‘Ms,C,A8. e, A m, % :
¢rand Rapids :ll.cn'rl. :lu,C.!,Lu,A. :mor " ::
lren Biver :M,Com'rs, J. tMa,C,%,A8,h. 4+ ® T
Ireawoed :Com'rs, :n.c.r.u. ;o .
Jacksea  :M,Com'rs,J. iMa,C,T,A8,4  : T
Kalamasee  :Cem'rs. ‘ua,C,As,A. i " -
Muaskegon :Ga'ra..'l. :l_ln,c.l',Ln,A : . "
Muskegoa ngufx,ch,r.u.:. §n_.o.;. ;o -
OmXk Park :l.cn'rn,c,!. :n.u.A. . -
*Otsego :Com'rs. :)u.c,r,x, ;o .-
* Fiyweuth :Com'rs. :1(.,1',“,1, 1. -
Poatise : Com*rs. :m,c,co,t, ;. .
Partland 1M, Com’zs, O, iMa,T,As, S -
Royal 0Oak :l,con'r-. :lls,c,!'.u,t. o -
Sanlt 8te. :K,Ou'ra.:. §na,c.r,n,_1. - .
8&“@ :I,Cu‘u,:. :xa',c.r,u.A. : -
Sturgis :Com'rs. J, gn,c,!,h,A. : . -
b3 :



SALARIES PER YRAR
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1560
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HISTORY OF ESCANABA.

BEsesnsbs - which translated from the Chippews,
means Flat-Rook - is the judieial seat of Delta County and
is lecated en Little Bay de Noguet which is itself a reservoir |
for greater Green Bay. The latter opens into the beautiful
Lake Mishigsa. If one should deseribe its loeation by means
of refersase points - using oities as sush - it may be said
that Eseanaba is 526 miles north of Chicago, 557 miles east
of Nimneapelis and 166 miles west of Sault Ste. Marie.

Bessuse of its natursl isclation frem the rest ef
the stats, the Upper Peninmula of Michigan was not settled
as early as the lower portion. Trus enough LaSalle and
Hemneysin, and notadly Pather Marquetts were in this territory
as early as 1660, yet there is no record of even an Indian
village until the year 1800. It is said that there was ne
white mam permaneatly settled near what is now Escanaba
usatil the year 1830. The lecatisn of this settlement was
8t the north of the Escenada river which empties into the
bay sbout four miles te the northward. It was oan these danks
that the first saw mill was built which helped to bduild up
the great lumber industry of that territory.

Te¢ the south of Eseanaba, a distance of about
sevea miles, another saw mill was pleced im operation in
1046. This was at Ford River, s stresm emptying into Green
Bay. Although doth of thess towns grew up before Essanada,
their existence was short and today thay are mere villages



whereas Egoanadba has grown and prespered.

The county of Delta was first mapped out in 1848,
bat swing to its meager population it was attached te
Maskinse County for judiocial and other executive purpeses.
It is said that it received its name from its resemdlance
%o the eatuary of the river Nile.

In the year 1852 the first building, a leg affair,
=as built at Esomada or as it was thea known, Sand Point.
Even te thls day it 1s spoken of as the Sandy City dus te the
abundanse of saad in the lecality. Im 1863 there were three
more dwellings added to the one already there. This was
assessitated by the great influx of railroad men. It was in
the ssme year that construction was bdegan on the first ere
doek.

MMndu.Mhhmunmum
ere deocks, It has and undoudbtedly will always be a railyead
samter. In 1764 the dransh line eof the Chicage and North-
Testera railway was eompleted up %o Negaunse. From this time
R the soualy developed Sremsndeusly. Up to this time of
the epening wp ef the railroad, this pert ef the countxy was
mmultmor.MMttmnmm.n
it cam sasily be aeen that it was now in direet comnestion
with the rest of the world.

The epening up o«f the railread mesnt the inauguratioa
QL the first ere dock. The first seasen saw & total of
&1,07¢ tons of irom ors pass through the harbor. In 1888
this had inoressed te 1,107,128 tons. Lscanabs was knowm at
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oae %ims as the “"Iren Peort of the Wexrld™. It has the
distinotion then alse of having the world's largest ore
docks. However, with the development of Duluth and
Superior it must now bs eontect with third plase. Tho ors
shipping is as yet ons o2 its chief industries.

Ia 1868 XZecansba, with a population of 1200, was
inserperated as a village. In the same year the firss
schsol was copensd. It was also at this time that the first
Seheol tax was imposed. This smounted te $160 and previded
“for the salaries ef the teaschers".

From this time on Escanadba progressed rapidly and
in the year 16838 it weas ingorporsted as a eity. In 1891 it
Was reincorperated. Ite growth sinse thea has desan
phooeninal. Its stand todey is the largest oity of the Upper
Peminsuls. Its population as givea in the 1920 eeasus was
15,108. However, frema a careful estimate made duriag the
last year it has beea said that ite inhabitants now numbder
shous 15,000,

As has already beea said 1t is first of all a
railroad csnter snd ere shippiag port: The lmmber industry
has slse contriduted greatly to its growth. There are of
SORrse My xindr iudustiries whieh together furaish
employment for a good many people.

The eity has a total area of adous eight square
miles. Its streets are well paved and lighted. It has a
8%od sised business distriet and seme very fins residence
sestieas. Feor recreatiensl purpeses it is equiyped with
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fime parks. Its educational system is composed of a splendid
gromp of seheol duildings. .

Essanadbs owns her own water, gas and light phnti.
Simes adepting the eity manager plan these have been put on
s seund basis ani are 20¥ bringing the gity a profit besides
poyiag off the donds which were issued for their purchase.
The sily has alse a modern Disposal Plant ef the Actuated
Sluigs type.

Bocsnada is & modern Amerissn ¢ity and prides itself
in doing & elean, healthy and idesal place in which to live.
The eity is well deserving of the nsme "The Metrepolis of the
Upper Peninswla”. |

BARLY GOVERNMENS.

Frem iis iscerperstioa up $¢ 1922, Escanada
sxisted undsr the Counsil-layor type of govermmest. Klections
were held esch spring as which time & Mayer, City, Clerk,
Ciy Zreasurer, Justise of the Peage, Counscilmen and
Superviscors were elested. The term of the justiee of the
Jease was four years amdi that of the aldermen twe years.
The Mayor, Clerk, Treasurer ami Justisee were chosen from the
Uty at large. The slisrmem and supervisors were elected
Lram ths wards, there being twe of sash.for each ward. The
Couneil tharefore sonsisted of a Mayer, Clerk ani 14
Aldsrmen,as the siiy was divided into seven wards. |

AS has besr the experiense of other cities, politiecs
and inefficiency caused a great deal of the agitatioa in



34,

Esesasha.: Noney was being spent on every hand and there wes
aothing to show for it. - Taxes insreased tremendously and
yot thexre were no public improvements. &onds wsre issued -
to retive other bopda. The ocity was forced to bdorrew fer
ahead of the regular tax eollestion &ate in order to tide it
threungh. 3oom, however, it began to approash the sere
otage ¢f the sredit sapasity. Something had to be donme.
The business men and the entire population began to demand
s shange of affairs. The ciimax ef all this was the last
slectiom under the Aldermen form ¢f govermment. This
eleetien was turned inte a faree by allowing a men to rum
fer the affice of Mayor who was sbsolutely inespadble of
hand]l ing the positien. Ee was nominat$ed, however, merely as
& direct saser at the only epposing sandidate. ZThe result
of the elestion was quite a surprise as the undesirabls very
msarly best his opponsat. |

Due to agitatioa from the business men and the
Chamber of Commerce, the 1920 City COeunocil dsecidsd te take
steps towards adepting & now form of government. The questioa
of a charter rovision was subnitted to the peeple at the
spring slectien, April 4, 1921, and was carried by a vete of
1706 to 5965. At this smme edlection the memders of the
Charter Rgvisioa Commission, a greup of nine mem, were
elssted.

This was not the first time Shat az attempt had
boen mads toward a change ia government. As early as ia
1921 sstion had been takea ia this Qirestion. A esmmissien
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was eleeted in that yssr to revisa the Charter.
Sxdsequently the lattor was revised in 1913, providing
SLor & purely cemmission form of government. This was nos
& voxry succesnsful attempt as it was defeated in the electiea.
The Charter Revislon Commicsien ef 1921 began
wark a2 the twelfth of April and eempleted the new sharter
on Jume 20, 1921, The sharter was subxitted te Governor
A, J. Grosdesk and after an examination by him, was approved
en July B, 19Z1. At a special dlection on August £9, 182,
the new gharxter was adopted by the pesple by a vete of
1880 te 1. |
1n presenting the charter to the voters the
Cemmission gave the fellowing reasens urging its adsptien.

Te the Yoters of Esoanadba, Michigam:

Jursuant to your direetion and our elestion we have
drafted a proposed charter for the City of Escanada. This
eharter hags been prepared for yeur eensiderstion in the firm
bal ief that the people of Eseanabsa are ready for and are
4smanding the adeptien of a charier resonstructing the ferm
Qf city govermmont in this #ity. Ve 4o not olaim thet this
proposed sharter will be a pantsesa for all evils er shert-
'mmmmnopoa in the present type of iy
@ovexamens, beosuse of the shanged eonditions drought sbeut
By the &svelepment and grewth of the city. #e do believe,
hewevsy, that if the charter is adopied and the esuansil-
managey plan ef oity governmeat put inte effeet, the eity of



Rseanaba will have advansed far tewards the goal that is
desired. A special alestion for the purpose of voting on
this charter will be held Monday, August 29th, 19zl.

We suggest the following as a few of many reasens
for the adoption of the eharter:

l. It secures Home Rule for Escanadba.

2. It establishes a simple, direct and business
1ike form of goverment.

3. It makes eleetive officers responsive teo publie
opinion by means ¢f the initiative and referendmm.

4. It provides fer moa-pertisaa ballot, which
csmbines both primaries and elections ia one.

S. It prohibits candidates frem solieiting office
a;nl reduoes t0 a minimum the danger of electing offisers by
impreper methods.

6. It reduses the frequemay of eity doptuaﬂ and
affords eapsble men the oppertunity to hold offise during
good bdehavier, thus tending te the develepment of trained
public servants.

7. It furaishes, through the resall, a simple method
of removing insfficient or eerrupt officials.

8. It requires pudblis hearings uwpon money
appropriations.

9. It sesures full publieity of official asts yet
eliminates wasteful methods of legal sdvertising.

10. It ereates a purchasing departmsent whioh will

affect great saving in the purschase of supplies.
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~ 11, It permits pudlie work to bo dene Wy direet
labor, as well as by sentrast, whem the pudblte advantage
1s theredy served.

12, It fully safeguards the oity in franohise
matters., '

13, It provides & mesns of aveiding much unnecessary
tearing up of streets for service esnnsctions.

14. It permits the eity ecuncil to legaliss the
@ight hour day uwpen publis work, when sonsistent with publie
welfare. |

15. It authorises the oity cowncil to provide for
oivil servics and pensions for city employees, as demanded
Lor publie goed. |

16. It reeognizes the peeple a8 the sole source of
Sovermmental power, and imposes wpon every citisen in the
Scamunity the duty anik respensidility of sotively iateresting
‘Aimself in the saffairs of his city.

If upon trisl it is found necessary to change say
nrtofthhchutorltmmnyhuuwmu,
adepted by 2 safe and convenient method.

Yo wnanimously urge adeption of this oharter, in
The interest of & detter and greater Esesnada.

Ascansda ity Charter Commission of 1921.
By J. F. Carey, Chaiman,
L. H elooker
Geos P, Hokw:
X K. Piswedl.

Ce M. cnthb.r‘.
Rorval E. Strom,

Commission.



ZHE ESCANARA CHARTER.

The new sharter as drawa up by the Commission is
of the l.ov”;'tho'c soviewsd earlier ia the paper.
It prevides for a Couneil of five citizens to be elected by
the pooﬁlo. The sharter has outlined their duties as follows:

"!ho Council shall eonstitute the legislative and
governing »dy of said c¢ity possessing all the powers herein
provided fox," with power and authority te pass such
oxrdinsnses and adopt such reselutions as they shall deem
mmhwmumroiumornlthommmud
by sald eity”.®

The temm «f office of the Comseilman is Mur years.
However, there are never more than three mea sleoted at one
time. Bmo,» there are several of the 014 counsil who hold
over into the new. The salary palid the sommissions is Pive
Dellars per meeting. |

The Oommission elssts ene of their ewa number as
Mayor. REis texm is two years or to the next electien. BHe
has 2o more suthority than the esuncilmen snd is merely
the oshairman of the counail. |

The sommissioners snd justiees of th. pease m
the enly elestive officers. The couneil appoints the éiv
Manager, Cisy Clezrk and City uqqc-r. rm mnay alse
Previde “"for the appointment by the Nanager of Assistant
m'bwhuwhy'mumrh act as heads
*Ses. X, Chapter IX, Charser. :



of dspartments.®

Aocording to R. T. Crane ¢f the University of
Michigan, Essanaba is the first oity to establish a eity-
Ranager eoxps in place of a single mansgor. He says
further:~

%A Number ¢f eities have yrovided for sa
assistant-manager in the sense of a deputy or vice-
manager. ZThe Escanabds plan is different. By the sharter
the manager is heald of all depariments, until otherwise
provided, as is the sase in many munisipalities. But when
it is necessary to relieve the masager of sems portien eof
Ais task, other cities have set up one or more department
heads in addition te ths mamager. Thess new dspartment heads
in sueh cities mark & nstable echange frem the prisr
situation; the neadships of the departments are henseforth
diversed from the mamager's offics. Eseasada en the
oentraxy, keeps the headship of every departmsnt where 1%
started - ia the manager's office. It does se by assigning
the direot management of a dspartment when nscessary e
relieve the manager, te an assistans manager, and as many
assistant mansgers may be empleyed as the ecuncil shall
determine.**

*Ses. VIII, Chapter XII, City Charter.
SsN¥ov. 1938, Natienmal Munielipal Rgview.



THE MAKAGER.

The oharter states that the Manager "shall be the
siministrative officer of the city™. He is responsidble to
the Couneil for propsr administration of the uffairs of the
oity. Xis major appointments are those of City Treasurer
and City Atterney.

The Tequirements whieh the lianager must fulrfill
are vexry simple. These are fouud in Section XIV,

Chapter II of the Charter.

“He shall be chosen by the Council solely on the
basis of his administrative and executive qualifications
and shall, during his term of effice, reside Sn the oity eof
Escanaba, provided however, he shall be & eitisen of the
United States of America.”

The Charter provides fer Initiative and
Refeveniwmm and for Resall of any slective officexr. This
of osurse is found ir the majority of the nswer charters.

AIMENISTRATIVE CODE.

Eseanadba was the first elty to sdopt an ordinance
sstting up a eocaplete administrative code. That is ne
initial oxganisation was set up in the charter. It was
left amtirely to the souncil to ds this and so the Code was
adepted whish is mere flexidble and can be shanged readily.
WVhean these provisions are eontained in s sharter they may de
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altered cnly through considerable diffioculties since the
Charter must be amended. However, since it is contained im
aa ordinance the change may be made any time and without a
great desal of trouble.

RESENTATION OE BOARD OP SUPERVISORS.
The oity's representation on the County Board of
Supervisors is ecomposed of nine men. This group is made
up 6f the five counmcilmen, the City Assesser and three
mnemders appointed by the oémil.
Since the councilmen are elected for a tem eof
four years and seldom make & shange in appointment of
Supervisors, it gives them added prestige on the Board as they
become better acquainted with their duties and are in a
position to decide these questions better tham men who are
80t so familiar with the work.

ASSESSOR.

Onme of the big improvements over the o0ld
ordinance form is the fast that & full time assessor is
employed. Ee earries oam indefinitely er as leng as the
eouncil approves of his work and caa therefore plase valuss
on preperty, which are fair and can maintain them. This was
impossidle undosr the 0ld system.



THE PLAN IN OPERATION.

The first eleetion under the new sharter was held
da April 1922. Thers were 19 candidates seeking office as
ocounsilmen. Of this number seven were from the business or
professional ranks and the other twelve were ostensidly
labor ecapiidates. There were several in this latter group
whe had formerly been Aldermen., The five men who were
elested all game from the first group mentionsd. Of the
Zive, three were business men, one wWas sn engineer and one
a Dentist. Three of these commissioners served for four
Jears and two foxr two years. Hgwever, all those slected
thereafiesr have served for four years. |

This eeuncil, before cheosing & Manager, mads &
earesful stuldy of the field in which they were working in
order that they might choose the correct man. After
sonsidering a goodly number of applicatiens they appointed
Fred R. HEarris who was thea cenneated with the Michigan
Ppblic Utilities. He accepted the position at a very
substantial salary, and with the prospest of a raise after
the first year. He served the oily from 1928 te 1926.

The new plan had deen in aperation bdut a few
months vhen the shange was apparens, and at the end of the
f£irst year it had deen proven a sussess. It was at onece
evident that the pecple were getting a dollar's service for
osoh 4allar speat. 7Ths aity's main thorofares which had
boen in need of repair for many years were at last paved.



Aleng with the new pavements esame ornmmental strest
lighting. Sewer, gas and water mains wers extended to
properties which had long since given up hopes of ever
getting these sexvices. In short, improvements were notige-
able ea every hasd.

The effices of the city utilities had deen housed
ia 8 duilding in the business distriet. These were moved
te the City Eall snd the building downtown was rented. In
ether words all available spagce at the City Hall was made
mgtumuﬁmunlChm. There was ne need
of wsing two buildings when one was sufficient. And at the
sang time the rent that the business bmilding would bring in
was well worth while. _ ,

The City Police Force slse eme in for its share
of reasvation. Up %o this time it had been ocemposed of old
and dssrepis officers, many of them had long sines passed
the age of ussfulmess. The Chief was not disturbed but was
given orders to sleasm house and show results. This he 4id
W hiring yousnger mez and enforeing the law where it had
aever been enferced befars.

The new Counclil alse gave some thought to the Pire
Department. Ia order to dsersase the insuranse rats ssveral
were nen were added, a new fire engine of the pmmper type
was installed and several mipor improvements made.

Among other improvemeants was ths rebullding of all
the elestric lines within the city and the electrification
oL the #ater FPlant. Thus the results which have been cbtained
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uRder the e¢ity manager.plan have been many and varied.
' _ Qutside of these many improvements the undesirsble
element ¢f polities has been dliminated. The men are
¢lected at laxge and there are no ward preferences. Ons
of the .talking points of the council-manager form is that it
enpeurages business and professions]l men to run for office.
This wes true of Lgosnaba. As has already been pointed out
the first seuncil $o de elected under the new eharter was
esmposed of bhusiness apd professional men. The Mllewing
eouncils have alse been made up of the same type of men.
Jot since the firs$ eleoction heve any represcntatives ef the
iabor olass agtempted to run for office as commissioner.
8insce the govermment is placed on a business basis, a suecess-
ful business man is the proper one for the counmsil.

The présent llanager at Escanadba 4is Theocdore F.
Kesslsr who was sppointed in April 1926 Undor the fomer
Manager he was the City Rogineer and Agsistant Manager.
It is often maid that "a prophet is not without honor exsept
im his owm countzy™, and yet Mr. Kessler is an Essanaba oy
asd is therefare the Msnager of his home toma. The Counsil
whish sppeinted him had many other applications bus
exhibited their geed faith in lr. Kessler by offering him
the position. 3¢ far he has provean that he eam handle the
Jod.

The suseess of the eity msnager plan in Escanadba
ean de smmmed up in the statement given ia the Esscanade
Daily Press, May 31, 1924, which is as follews:-



"Ead Escanada adopted a council manager form of
gevermment and established its present chamber of commerece
ten years asge no eity in the northwest weuld have been adble
today to appresch this town in business progress and prosperity"™
was the statement made a fow days ago by & keen student of
dusiness uul! publ ic affairs.

Unquestiomably there is a world of truth in that
statement. The progress made YW this city after three years
of work by an actually funetioning, efficient chmmder of
coamerce and two years of operation under a council-manasger
government, is the marvel of nearhy oities and a fast not
always fally appresiated 3y astual residents of Escanaba.

An analysis of Eseanaba's progress proves beyond any guestion
of doudt that it was the danding together of a large group
of pepful, serious-minded eitisens in the chamber of
ocsmmerce that paved the wgy of the sdoption and made possidle
the efficient funotioning ef a form of govermment that in two
Jears has allowed Esocanaba to take greater steps forward than
in any previous tem year period ia the history of the oity.
dork and progress that should have been under-
taken tea years age are now being sctually uml;-hu and
the Escamaba of 1938, in the very nature of things, esannot
f£ail te approach soms of the hopes that believers in
Escensba’s future have leong held. |

The spirit of pride in their city's asocomplishments,
being built up threugh the chamdber of commerse and the city
government, among the people, is gaining foroe with sach
passing mentk and cannot but prove a force that will build
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8 bigger and better Escanaba.

Escanads, with each month, is moving steadily
shead and each moath is as piling up a debt to the
chmmbder of commerce and the iomu manager govermaent
that the mpaa of the future will be mighty glad to dis-

oharge.
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THE CITY MANAGER.

A study of the ecouncil mamager form of govermment
would not be complste withowt glving same thought to the
manager himself. A corporation may have a well trained
group of men on its doard of directors but this will de of
a0 avail if the gensral manager is not ajert and setive in
handling his job. The smme thing applies to the eity manager
plan. A good csouncil san 4¢ nothing without an efficient
manager. He is an important cog in the entire mschine and if
ho ia insompetent the entire organisstion is s fallure. In
Zast much of the sugcess of the city msnager plan depends en
him,

In order that suseess will bde achieved on every
hand sertain qualificstions have been set ferth.for the
ality mansger. The ola:tujc of some eities preseribe certaia
requirments for the office of mansger. Then thers are others
whiek have ne specifications what-se-ever. The following
table is the result of a study of the requirements given ia
the £1 Michigsn eharters which the writer has had at his

dispesal.

TABLE IV.
CIFY MANAGER QUALIFICATIONS
m m b. Y mum e 0QCOBICOROCOPIOICOIRBROSOOECESIOBTOOSOSOONRS 1‘

mm. m in some m. .ooon.o.-nooooo.ooooco b &
Be iaterest ia manicipal eentracts cecccvvccccscvecceces 7
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TABLE IV.

CITY MAHAGER QUALIFICATIONS
Pplitical belief not to be 00n8ideTed cecvecvesccersvovses B
Hust be eitisen of Untted Stated cecscescecsscrcscvescves b

AgS 1AMIS cccccsnncrcrsccccnssccscccscsssssossssscrnnscns 2

m.‘ PreLOTIOd vensvsccscnscsscccccacsesncvnsscscocee 4
No Xoquirenants sccccovsccevscccsscocsvsccsvocnscsoscens B

This is a true erces-seetion of the ¢l ty mansger
sharters ¢f the entire United Statea. Joseph A, Cohea
aade an analysis af qualifisations required im 16Y eounsil
mansger gharters ani his results were comparable with those
given abeve.® It is interesting to note that Pontiss and
Royal Osk wers the only twe sities of the eatire £l whish
had age limits. These were respesctively 30 ani 205 years.

FERSONAL QUALIFICATIONB.

There are oortain @alifigations whioch are msver
mantionsd in charters dut at the assme time are indesd
neoessary. Thexe is ne doubt but that s eity msaager shounld
possess the sene qualities that any other exeentive is re-
quired to have aad perhaps a fow more added for good messure.
Hs must have persenality, exssutive ability, opesn-mindedness,
leadership and the adility to think ia fundamemtals. It is
asossaaxy that he have tast, the ability to get along with
his pesple and still 4o his duty. Alcng with these other
negessities he must have a sharacter beyond reproash.
*Xat'l. M. BReview, Chapter X1IX, pg. 59R8.



The latter is very necessary inasmuch as a laek of it will
nean that those employed by him, together with the tax-
payers will not have any respsct for him. The moment he
loses the latter, in that same moment does his efficiency
sease.

Every professiea has its requirements for the
ammbdbers of its om group and the ol ty managers profession
is no exeseption. Following is their list of qualifications:

1. Charaster,

2. Personality,

3. Exesutive ability,

4. Oyen-nindedness anl sbility te work with others,

B. General knowledge of dusiness and a good under-
standing of the objectives of municipal govermmsnt and
methods of ol ty administration.

é. Experiense.

In an article oa this sudjeot Barry W. Hefner,
Assistant Professor of Psychology of Syrscuse University gave
the following as his result of an analysis of the work of
the manager in an effort to see What qualifications were
nesessary.*

l. High general intelligence for adstrset subject,

2. Pleasing personality,

3. Leadership,

4. Liking for all kinds ¢f perssns.

*The Qualifications of a City Manager, Oct. 1924, N ational
Mugicipal Review.



5. Intellectual sympathy, |

6. Liking for responsidility,

7. Ability to stand oriticimms,

8. Apility to persuade others,

9. High ethieal standard,

10. Techniocal training.

It will be moticed that these two sets of require-
ments are muwh alike. In faot both of them stress the ssme
points. The latter 1ist is espesially good since it has
deen made by & man who has first made a study of the job
itself and then spplied the quwlifications as the soience
of Psychology has direoted him.

ZECHNICAL TRAINING.

Nueh has been said of the advantsge or dis-
sdvantage of heving a technical training. The writer is of
the opinion that the latter is a distinct advantage. The
prevalence of enginsers with the profession is in itself a
preof of this. Oity Manager C. O. Sherrell of Cincinnati,
has made the fellowing statemsnt:®

"In my epinion there is no better material frem
which to prodwce the best type of City Msnager than from the
Oivil Engineers. Such & large part of municipal astivities
are of an engineering nature, that engineering training is
almost essential for the City Mansger ia order that he may

*Proseedings of the A.S.C.E. March, 1928.



be gble readily to "speak the language” of his Depariment
Heads. Then, too, engineering training is essentially
designed te get results; to mske prompt decisions; to make
plans looking forward to the future, and to earry them out
in the present; to measure the value of expeniitures in
terms of useful wozrk done; and te inculate leadership u
the handling of men.” |

The organisation of the mamnsgors kmown as the
"City Managers' Agsociation”™ was founded in Decemder, 1914.
There were eight men present at the founding and it is
interesting to note what their former ocecupations were. 0f
the eight men, six were engimeérs, one was & clexk of &
distriot court and the other a dusiness man. It will de
notieed therefore that the engineer found his plase in the
gme.

Let us exmmine the prefession as 1t ia today.
In the dook "The New City Profession” by lLeonard D. wWhite,
the former occupations of 865 mmagers axe givean. Under the
heading of "Enginsering and Allied Agtivities” we find listed
$93 nemes. These figurss again show the prevalence of the
engineer.

Agtual experience of city managers as givea in the
Fifth Yearbook is as follows:
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Let us Sake an inventory of the managers within
eur own state. In the follewing tadble ars givea the former
casupations of fourteea of owr citly managers.
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Sevea out of the fourteen er 504 are engimsers.
All of this serves to prove that the sngimsering professioa
seems t0 be the preferred field from which to take city
msnagers, and this is not at all surprising whea it is



sprrecisted that fully 76% of municipel prodblems are
engineering protlems.

A oiv -anqor must de primarily an moutin,
his prcrlou trsl.ninc anl. oxpu':l.oncc are worth nothing with-
out that qnlmuti.on. quwtimbij'in cngimer u very
amsh lntt.r ﬁ.tm for luch a miﬂon thnn s man with m
other tnuinc ......

A m—tochnhcl -n m oopo wiﬂl the prob‘.l.-l of
ormintion. nnmo and looin nm«. but ho unnot work
inte the teshnical qusstions which form s¢ large & part of
‘his work, and must take some one's word for everything in
that line. An engineer - and again I speak of eangineering in
its bj.-oudcr sense - has a grasp of the technical guestion in-
volved, must have a good idea of organisatioa if his
experience has been at all broad, and must have a knowledge
ef the nnorﬂ. principles of finsnce and ssocsunting if he has
boon in rupomibh ohu'so o:t work. !ho only fidd u whish
he is cntiroly aew is that of noid urviu. and the fest is
Mhp!t‘blo thst mator uvmu ln.vo been uh donc scoial
lines in cities mgod w Mmm uth:l.n e fn yur- thaa
had been .made in th.. dv.rlu the prooﬂuns twmw. O'Qrtdnly,
othorthinglbousoqm thomwiﬁstcohmd trauinc
is t0 be preferred as oity manager.

A1l things, therefore, seem to peint to the faot
that the engineer is the best suited for the positiea of
oity manager. He above all others has the qualifications

which make him the 1deal -city manager.
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Jot only has the engineer himself proven this, but the
sounsils of many uuoi have shown whom they believe to be
best suited for the pesition bty choosing the engineer. Al-
though there may de nothing in their charters to advise them,
they seem to feel that they ocan rely on an enginser and so
select him without any hesitancy.

If we should find any fault with the engineer as a
eity mansger, and we sealdem 40, it might be the fact that he
has & tendency to be partial to his own profession. In other
words he slights cextain of the city departments and favors
the engineering end of the organisation. This of course,
should not be done and the manager who 40es 80, plases him-
self in a position where the heads of the other departments
may refuse to cooperate with him. As the manager it is his
duty to de impartial and to manage all departments alike.

He must be interested in the various branches and to be that
it is necessary for him to be unbiased.

As & rule an engineer has bhad a good deal of traim-
ing as a leader. He needs to carry this abdbility with him as
it is & needed asset. It is imperative that he be the leader
ia all municipal affairs. He must therefore, have falth in
himself and assume full lesdership. There is no one else to
do it dut himself. To be successful he must have initiative.
In cities having a population of 20,000 or less, it is
not unusual to find the engineer serving in a dual eapascity,
that of city manager and engineer. This situation is very

commen. It is understood of course, that the manager is not



57.

directly engaged in the work of the department but is merely
the chief engineer. In states requiring registered engineers
he may be such a one and can have as his assistants Jjunior
or non-registered engineers. The latter thea would b; in
direct charge of the work.

In an arrangement of t}:in kind the olty manager is
saving the ity the salary of a city engineer. His duties
ia this position would not be such as to handieap him in
his exsoutive or mansgerial duties. The time that 1t would
e necsssary for him to glve to the department would not be
snough.te allow him to slight his other work.

‘1% has been shown that the ‘ndmc is the bdest
suited of any man to0 essume the responsibility of a eity
meanager. The question now aring as to what can dbe done to
further help him f£fit himself for the profession.

1f sn engineering student is aiming to fit hiﬁolf
for the position he should substitute some of the technical
work for that which is of an administrative type. He should
expose himeelf to the eultural subjeots together.with those
of finance and business administration. Only bWy doing the
latter can he hope to be in a position to assume managerial
responsidility. _

For the man who 1s already engeged in engineering
it is bdest that he obtain work in oci{y engineering mi
utility departments. He will then receive the necessary
training along the lines which come under the ud-m:tratioh
of the manager. He will also acquire an understanding of eity



gsowerament. After deing engaged in this line of work for
some time he will be in a position to make application %o
2111 a managerial vasancy.

It need hardly »e said that experience is the main
faotor. Espeocially in the oconsideration of prospects for
larger citiea does this eater in., A man ¢annot step inte
the menagers position, at least in s large oity, without firss
having had a good deal of experience.

The openings in this field for the younger man are
in the mmaller cities and towns. A large aumber of towns
from 3,000 and up are taking up the city manager plan, and a -
man who handles the problems of such a place successfully can
look forward to rapid promotion to larger cities,

Zhere is a lack of mea of experience in this line,
and a man who has been under the 1load and odbtained results
is sure of adbundant opportunity to advancs.

The yeung man who desires to get inte this field
must take s bread view of angineering; he must keep in tomsh
with many things outside the strietly technigal field; he
should f£ind out whether or not he can handle men; and he
should broades his knowledge in every possible way along the
1ine of munieipal goversment.

Then whea an opening as a city manager for a mmall
tomn presents itself he will be ia a pesition to apply.

This is the mest premising field for engineers at
the present tims and has unlimited possibilities. A young
engineer cannot 40 better than take up as a 1life work the
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prefeasion 0f public aidministration. It entails many
uu'inm; beoause ones time is never his owm; it means
sajust and unfair eritiecisam, bdut the pudblic is learning te
appreeiate honest and oﬁiomt sexrvice; and the pleasure of
uatangling some awfulness in loscal misgoverament, and making
it inte sa efficient machine for reniering service, is worth
every sserifice made. “

DUTIES OF CITY MANAGER.

The powers and iuth; of the manager are practieally
the same in every city. Almost all of the 21 Michigas
oharters examined state their duties in the same mancer.

The only difference, perhaps, eaters bdbecause of fho size of
the ofty. In the sharter of the small sity one seatence
gives the entire information whereas the duties are outlined
in several sentenses in the sharter of the .largor municipality.

The majority of the charters state that "The
Msnager shall be the ohief administrative officer of the oity",
or a8 has already been said he has all the duties of a
mansger ¢f a ocorporation., He takes his orders tra one
seurce, nmely, the counsil. He has the privilege and should
make suggestions, and mmﬁutim. However, he should
mot attampt to dominate the commissioners. It is their jod
te fermulate all polisies and oxder the work dene. !ho
manager im his sapasity must sarry the work threugh and see
te it that all polieies are made effective. He i‘l the



adninistrative head and as such is responsible for the
execution of all plans.

That the position is an important one is mot to
be doubted. There 13 an erroaneous smount of responsibility
oa the one man., He 1is on duty 24 hours of the day and
duaring 7 days of the week. He is the reeipient of suggestions
and grief from all sides. It is necessary for him to retain
his position as head of the entire oity a.ml yet he must not
forget that he is the servant ef the l—uut tax payer.

APPOINTMENTS.

Along with his exeéutive duiies, the manager has
suthority to make certain sppointaents. These vary in all
the eities. Beme managors have authority to appoint only
the mainor department heads. In other places he may have the
power to appoint both the clerk and the treasurer. The
greater number of the 2} Michigan charters, which the writer
sxmmined state that such offices as the eity clerk, treasurer,
and assessor and in some sases the health officer and
Attorney shall be appointed by the Commission. This leaves
only the minor appointments for the Manager.

There is a devided disadvantage in the ease where
the council makes all the major sppointments. DPelities will
enadble ths ocommissioners to have esnsidersble influencd over
such eppointees and in so doing will handieap the menager.
Instead of having full edministrative power as he sheuld, he



will be unabdle to ocontrol these more important offices and
his efficiency as an executive will de greatly hampered.

If, however, the council has the olty welfare at
heart and are staunch supporters of the ¢ity manager plan
they will not let these matters come betwsen themselves
and the manager. If the latter is wide awake and appreciates
his respoasibility they will ecooperate with him rather than
hinder him. His success is also theirs.



Vi.
THREE PLANS OF CITY GOVLRNAMINT.

There are at present three plans of eity govern-
ment, namely, Mayor-Coumcil, Commission and the City
Manager plans.: The first two nsmed are the oldest. The
Cemmission plan has deea in effect for some time altho nos
a8 long as the Mayer-Counsile The latter is as 0ld as the
first eity itself,

Any plan of city govermment, no matter what its
nsme may be should asoomplish two things. In the first
place it should be composed of an efficient organisation,
capable of satisfying the public and responsive to their
demands, and then in return for this prompt and efficient
serviee the property owner should not b»e required to pay
exhorbitant taxes. It is due to the inablility to obtain these
two factors that our eity government has deen continually
shanging. For years we have been trying to hit on a plan
which would give good Severmment. It seems that with the
present city manager plan we have come the nearest the goal
of any time. After some of the finer points of this type
of govermment have been ircned out, it may be that we will
have found the answer to the 0ld gquestion. Se far it seems
%o be well adepted to the smaller eitles.






MAYOR-COUNCIL BLAN.

Under the Nayer-Council plan the pecple elect
& council, mayor, sity olerk, treasurer, assessor and the
rest of the mayor ecity officers. The counoil is elected
by wards on s partisan tioket. The mayor has full pewer to
sppoint the minor offieisls. The souncil alse has power t»
appoint various offisials. They also make and pass the
ordinance or oity laws and th; mayor has the power to veto
these laws. |

The advantages e¢laimed for this type of govermment
may be listed as follows: ’

1. The pesple elect practieslly all of the majer
eity officers.

' 2. The naneger is usually & well known ¢itiszsen and
therefore beocomes the leader.

3. A1l the distriots are equally represented on the
ceunsil.

4. Keeps mstional peliticsl parties intect.

Pollowing are the ululv'nntacu:

l. Long ballet means that it is impossidle for the
voter to kno; all of the sandidates. He usually votes the
entire ticket sscording to his party sfiliations.

2. The Mayor is eleated bocmo‘;f' his popularity
and without thought as to his fitaess for the position.

3. Division of oity inte wards or districts drings
mea inte the council who are not the eorrect type or who,
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bssause of lewer class, ecntimually fight those from the
better sestion of the city and hence sause disseasion in
the counoil.

"4e A8 in the case of the mayer, the major oity
offices are filled with men 'h_o' are incspable of the position.

THE COMUISSION PLAN.

The eomaission plan came into existence in
Galveston, Texas in 1901. The plan seemed & good one and
betwesn 1901 and 1914 adbout 300 cities adopted it. It
sssned to bde more free from politios than the mayer-eeuncil
type and hence people were willing to try it out.

Under this plaa the people elect, at large, a
esmmission of five men who are respansible for all
legislation and administration of the eity. The various
departmsnts are divided bdetween the ocommission, each one deing
the exscutive head of one of them. The commission acts as &
whele in legislation and in sppointments and apprepristions.

This plen hes sleo its geod points as well as the
Bsd ones. JFollowing are the advantages:

1. A shoxs dallot makes it a simple matter for the
poople $0 know those for whem they are wting.

2. A commission of a few is respensidle to the
people for the entire government. ' '

3. It is much easier for a mall group to work
thaa a large one. "



4. Commissioners are eleeted at large and
hence ward politics are adolished.

5. JNatienal politics should not de an isswe
in oity ddestions and 4in this plan they are eliminated.

6. The eommissiener is responsidle for both the
tax rate and the results.

Tellowing are the disadvantages of this plaa:

1. Instead of one aidministrative head there are
five of them.

3. Each eomaissioner is 4direetly interested in
his owa I'»pu-tmnt.

3. No atteation is paid te the fitness of the
eomuissioner far the position as head of & departaent.

4. There is danger of three commissiensrs
esmbining to obtain mere than their share for their
respective departmats.

THE CITY MANAGER PLAN.

Under the city manager plaam the people slect
frem the olty at large, & council or commissiom. This 1s
uwsually compesed of from three to nine members depending
en the sise of the eity. As has already been stated the
ceunsil passes all ordinanses, levies taxes, approves the
budget and detemines all the city's policies. They then
choose the oity mamager who 1s the city's chief executive
and whose daty it is to see that the council's

reommendations are sarried out.



Follewing are the advantages of this type eof
government . :
Y. The government is in the hands of a single
commisgion which is fully responsidble to the people.

‘8« The couneil is cemcersed only with passing
ordinances and determining the eity's policies.

8. A1l the administrative work is under ons
executive. _,

4. The manager holds his position as long as he
gets results.

5. The nanager is & trained exscukive.

6« The short ballot is umed in this plan.

7. There are no ward pelitics due t slection of
ocommissioners from the oity at large.

The disadvantages are:

l. The people do not ad eot the ehief exeousive.

2. The counoil may delegate too mush authority
to the manager.

3. There is t00 small a group of men on the eouneil
to represent the entire community.

Because of its mmny sdvanteges it 18 not so
4iffionlt to overlook the weak points of the oity manager
Pplan. As Benjamin Framklin enve said, "No system of
governaent has ever been 90 ovilly designed dy its founders
that it would not under good hands, work well emeugh.”

There is more truth than poetry im that statement,
Any type of government is exactly as the men who are at the
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head of 4t. If 1t were possible to got dusiness men teo run
for the job of aldermea, the lMayor-Ceuneil plan would perhaps
be a8 efficiont as the ecouncil manager. However, due to its
serrupt praciices and bdecause the men vwho have been seuncil-
nen m not of the digger type, dbuxdness and professional
men have been relustant to take pesitions on counsils.

The resson that the city menager plan has recwdied
this is dne te the fact that it is based on business
principles and therefare has sa appeal to the business man. .
It eperates slong his line and so tlere is aa insentive for
him to take part in the govermment of his eity. And so,
instead of only politicians, we find that the leading men
of the eity are esger to full in line and serve their city.
This has agcountsd Dr the suscess of the olity manager plan.

In an sppearance bhefere the Ingham County lLeague
of Vemen Voters, Pred R. Harris, City lMimnager of Jacksen,
made the following statement.

"The council-monager form of govermment is nearer
to the people and premotes a more responsive govemnment.
Altheugh the great Amsriecan Publ 1o is never satisfied with
the tax rats, no matter how low, the souvmoil maansger
government cemes as nsar 88 it is humanly possidble to giving
the tax payers what they think they want. It does sertainly
give more pearly a &dllar's worth fer eash dsllar paid ia
4$axes than the aldermanio form, the city commisaion ferm er
the oity counolil fom"™.®

eLansing Capital News, May 15, 1928.
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Perhaps the best that ean be said for this
pepular type of govemment is eentained in the follewing
abstract from the Thomasville (Ga.) Enterprise:

The City Manasger form of government is pepular.
It is not the pammsea of all 1lls, it does net &0 away
with polities, nor can it mske d0ollars }rw on trees. 1t is
merely & wise and careful administration of finaneial
affairs,

The last sentence of the above statement is
perhaps the key to the entire situation. It contains the
sesret of the sauwscess of the ocity manager plan. Business
methods applied $0 oity government, & mmall group for oouncil,
and one efficient executive head. That is the formula eof
the c¢ity maneger plan. That is the reason that today there
are 42 cities in Mishigan which have forsaken the eld politieal
path for the road of sfficiency and serviece.
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