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HISTORICAL PERSPECTIVE

Between 1860 and 1910 the United States experienced many signif
icant changes including an almost miraculous growth of its cities ar
towns. As these communities grew, the demands placed on them by
their citizens increased, too.

This was also a time of big business, and as the nation became
industrialized, many of the ideals developed by the conglomerate tru
were passed on to local governments. To combat some of the ills er
by the uncontrolled development of these organizations, Progressive
reformers began to espouse fundamental Yankee-Protestant, middle cla
ideals. They included among their victories many lasting legislativ
reforms such as antitrust legislation, short ballots, women's suffra
anti-child labor laws, and municipal home rule.

One of the most significant municipal reforms developed and sup
by the Progressives was the council-manager plan. Leading Progressi
such as Woodrow Wilson, Richard Childs, Charles Beard and Clinton Wo
became staunch supporters of the idea.

In 1895 a number of local government reform groups joined toget!
and formed the National Municipal League to fight machine politics a
spoils system. In 1898 they created a model city charter as part of
effort to bring reform to local government. Initially, thev support
strong mayor concept with legislative powers concentrated in a unicar
legislature, but events in succeeding years caused them to look close
two "new" forms of local government.

After a devastating hurricane struck Galveston, Texas, in 1900,






adopted by Galveston in 1901 unified all powers of municipal government
in a single body of five commissioners responsible individually for
supervising the city departments and collectively for setting legislativ
policy for the community. The plan quickly achieved considerable popula
and by 1911 had spread to nearly 160 cities around the United States.

In 1906 Staunton, Virginia, a community of some 11,000 people and
the birthplace of Woodrow Wilson, began to experience the problems of
growth and development. After much discussion and research the city
council passed an ordinance establishing an office of "general manager"
control the city's operations. Even prior to this the city council of
Ukiah, California, had created the post of chief executive officer in 1¢
However, even though Staunton, Virginia, did not originate the concept
council-manager government, it was Staunton and not Ukiah, California,
which caught the eye of Progressive reformer Richard S. Childs, who gave
the concept national prominence and popularity.

After a number of years in which he succeeded in fostering the
plan, Childs' won his case for the manager concept when it became the
form of government advocated by the National Municipal League through it:
Model City Charter. Although the league's charter was revised in 1925,
1933, 1941, and 1964, the manager concept has remained its central progr:
unchanged since 1915.

The plan has continued to grow. 1In the 1920s the plan prospered
because of the national vogue of efficiency, as well as the rising impact
urbanization that accompanied the peace and prosperity of the times.
During the 1950s, in response to the postwar migration from central citie
the plan's growth shifted to suburbia. 1In the process of growth, the cot
manager plan even created its own offshoot, the CAQ (chief administrative

officer). which rained popularitv in larece commiimitiea TAadaw ammr mwsme s






one out of four Americans lives in a council-manager community.

In Missouri the first adoption of the council-manager plan was
Excelsior Springs in 1922 and the second by Kansas City in 1926. Tod
there are 35 cities operating as council-manager communities, either
through the provisions in the Missouri Revised Statutes allowing citi
of the third class to adopt the form or through the Missouri Constitu
provisions which provide for home-rule. The following chart shows th

growth of the plan since 1940.

Number of Missouri Cities with Council-Manager

Government 1940-1975
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City
Aurora

Berkeley (HR)#*
Bonne Terre
Brookfield
Cameron

Cape Girardeau
Charleston
Clayton (HR)
Columbia (HR)
De Soto

East Prairie

Excelsior Springs

Ferguson (HR)
Flat River
Gladstone
Hazelwood (HR)

Independence (HR)

1970 Population

CITIES OPERATING UNDER COUNCIL-MANAGER PLAN

City

5,359
19,743
3,622
5,491
3,960
31,282
5,131
16,222
58,804
5,984
3,275
9,411
28,759
4,550
23,422
14,082
111,630

*HR indicates home-rule city.

Joplin (HR)
Kansas City (HR)
Kirksville
Marceline
Maryville
Mexico

Moberly

Neosho (HR)
Nevada

Olivette

Poplar Bluff

St. John (HR)
Sikeston

Slater
Springfield (HR)

University City (HR)

Warrensburg

Webster Groves (HR)

1970 Popu

Missouri's version of the CAO (chief administrative officer) began :

the 1960s with the institution of the city administrator form.

Currently,

34 communities have adopted this form of government either by ordinance

(explained later) or by home-rule charter,

wide ranging size of cities which have administrators.

City

Arnold

Belton
Bethany
Beverly Hills
Boonville
Brentwood
Bridgeton (HR)
Centralia
Crestwood
Creve Coeur
Des Peres
Ellisville
Fayette
Glendale
Grandview
Harrisonville
Jackson

CITY ADMINISTRATOR FORM=1975
1970 Population

City

17,381
12,179
2,914
846
7,514
11,248
19,992
3,618
15,123
8,967
5,475
4,681
3,520
6,981
17,456
5,052
5,896

Kirkwood

Lee's Summit
Liberty
Marshfield

New Madrid
North Kansas City
Northwoods
Richland

St. Joseph (HR)
St. Peters

St. Robert
Savannah
Seymour

Trenton
Washington
Waynesville
Woodson Terrace

The list below indicates the

1970 Popt
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As can be seen, a significant number of Missouri citizens living
in cities have chosen to have their municipal affairs administered by
skilled professionals. Of the 3,304,527 people who live in Missouri's
cities, 1,557,495 or 47% of them are under council-manager or city

administrator government.






COUNCIL - MANAGER PLAN

Under the council-manager form there is a differentiation between
the policy-making function of govermment and the administrative function.
The voters elect the city council which formulates municipal policy. The
council appoints the city manager who is responsible to the council for
the administration of the city government. Usually, the council deals
with the various city departments only through the city manager. The
manager has the responsibility to prepare the city budget for council
approval and also to execute the budget after adoption. Under the council-
manager plan, the mayor presides over council meetings and serves as the
city's ceremonial and political leader but has no administrative authority
or veto power. The city manager serves at the discretion of the council
which may hire and fire the manager at will, not merely for cause. The
council-manager form provides clear lines of authority and responsibility
with the city manager as chief executive officer who can be held strictly
accountable for municipal operations.

Generally, the council-manager plan has the following characteristics

1) A small council usually elected at-large.

2) All legislative and policy-making functions are
located in the council.

3) The council employs a professionally-trained city
manager who is subject to dismissal by the council
at any time.

4) The manager is responsible for administration,
having the power of appointment and removal
subject to specified regulations.

5) The manager is responsible for the preparation
and presentation of the budget to the council.

The council-manager form of government may be instituted through one
of two methods: 1) by incorporating the form within the framework of the

charter of a constitutional charter city, or 2) by adopting the statutory

council-manager form of govermment as authorized by the Missouri Revised






Statutes (Sections 78.430 - 78.640).

Constitutional Charter

While the task of creating a city charter is not easyv,
some distinct advantages to the process. As will be expla
cities which opt to become statutorv council-manager commu
limited to one process for determining the composition of
council, that being five councilpersons elected at-large f
overlapping terms.

A city electing to create its own charter may delineat
of a number of council structures and elective processes.
following options are suggested in the Missouri Municipal

publication, A Model Charter for Missouri Cities:

Article III
The Council
Section 3.2 Composition, Eligibility, Election, and Term
(a)  Composition.
Option A: Election at-Large
There shall be a city council of members nomir
elected by the qualified voters of the city at-large.
Option B: Election by Districts
There shall be a citv council of members nomir

elected by the qualified voters of their respective distric






be known as district councilpersons; they shall be nominated an
by the qualified voters of their respective districts, as provi
in Article VII.
(b) Eligibility.
Option A
Only qualified voters of the city shall be eligible to hold
office of councilperson.
Option B
A councilperson shall be a qualified voter of the city and :
have been a resident of the city for at least vears pri
to his/her election.
Option C
A councilperson shall be a qualified voter of the city. The
cilpersons elected by districts shall be residents of the respec
districts from which they are elected.
(c¢) ©Election and Terms.
Option A: Election at-large, combines standard council ter
of four years with possibility of altering council majority
every two years
At the first election under this charter seven councilperson
elected; the three candidates receiving the greatest number of v
shall serve for terms of four years, and the four candidates rec
the next greatest number of votes shall serve for terms of two ¥y
Commencing at the next regular election and at all subsequent re

elections, four councilpersons shall be elected:; each of the thr






Option B: Two-year term; entire council
elected every two yvears

Councilpersons shall be elected at each regular elec
concurrent two—-vear terms.

Option C: Staggered terms: terms of
councilperson elected chosen by lot

Councilpersons shall be elected to serve staggered f
At the first election under this charter, seven councilpe
elected. Three of the councilpersons elected at the firs
shall serve only two-year terms, they being determined by
first meeting of the council. At each regular municipal |
thereafter, councilpersons shall be elected to f£ill the p
those whose terms expire and shall serve full four-year t:

Option D: Staggered terms; terms of councilper:
elected at first election designated by distri

Councilpersons shall be elected to serve staggered fe
At the first election under this charter seven councilper:
elected. The councilpersons from districts 1,3, and 5 sh:
two-year terms and the councilpersons from districts 2,4,¢
shall serve four-year terms. At each regular municipal el
thereafter, councilpersons shall be elected to £fill the pc
those whose terms expire and shall serve full four-year te

Option E: Staggered terms; provision in trans:
section for first election under charter






Statutory

Any city of the third class, or any city with a population
ing it to become a city of the third class, may adopt the coun
form of government. The statutes provide that upon filing of
signed by electors equal in number to 25% of the votes cast fo
candidates for mayor at the last preceding election, the mavor
submit the proposition to adopt the council-manager form to th
voters. It must be submitted to the voters within sixty days :
the petition is filed. Notice of the election must be publishq
the last five issues of a daily newspaper. If there is no dai:
newspaper the election notice must be published in at least twc
issues of a weekly newspaper of the city. The first publicatic
appear at least thirty days prior to the date of the election.

The form of the ballot shall be substantially as follows:

Shall the city of (name of city) organize under

sections 78.430 to 78.460, RSMo., providing for
the city manager form of government?

/|__| Yes I/ Xo

(Place a cross mark in the box beside the one for
which you wish to vote.)

If the council-manager form is approved by the voters,* org

of the new form shall be at the next regular election unless th







occurs more than six months from the date of approval. In the e
the next regular municipal election is not scheduled to be condu
within six months, the mayor by proclamation shall call a specia:
election to be held within sixty days after adoption for the purj
of electing councilpersons.

Once the council-manager form is adopted it cannot be abandon
in less than six years. A special election to abandon shall be «
upon filing of a petition signed by not less than 25% of the vote
casting ballots at the last preceding general election.

The ballot at the election shall be in substantially the foll
form:

Shall the city manager form of government for
the City of (mame of city) be continued?

[__/ Yes /__/ No

If the abandonment is approved the city shall resume the fornm
government it abandoned when it adopted the council-manager form
government. The change of form or organization does not become
effective until the next regular municipal election.

The council shall consist of five (5) members elected at larg
The term of councilpersons shall be three (3) years. However, of
council elected after adoption of the council-manager form, one m
shall serve for one year, two for two years, and two for three ye
The terms of office for the first council shall be determined by

number of votes received, e.g., those councilpersons receiving tt






Candidates for the city council must be qualif
city and be nominated at a primary election. A prima
required if the number of candidates does not exceed
be elected. In the case of the first council electio
of the council-manager form a primary election would
(10) or less candidates filed statements of candidacy
ber of council positions to be filled) = 10,

Candidates for councilman must be nominated by
must be submitted at least ten (10) days prior to the
The form for the petition (statement of candidacy) is
statute as follows:

State of Missouri )

County of )
I, H being first sworn, :
reside at Street, City of
, County of

State of Missouri; that 1 am a candidate |
tion to the office of councilperson to be
the primary election to be held on

Tuesday of , 19 , and am

therefor and I hereby request that my name






Subscribed and sworn to (or affirmed) before

on this day of

(Signed)

The form of the ballot for the primary electiom i
Section 78.490, RSMo. and is substantially the same form
the general election (Section 78.520) as follows:

Warning: Voting for more than the total number of

dates to be elected to any office will i
this ballot.

OFFICIAL BALLOT

Candidates for councilmen of at

general election
FOR COUNCILMEN

Vote for (number to be elected)

[ e, tesissensssss (name of cand
A vis:0..(name of cand
I D O e D oo (name of cand

Election laws and regulations are set forth in Sec

78.550 RSMo.

The sequence of events leading to effectuation of the
form of government is as follows:

1. A petition is submitted calling for an election tc

- a . ~






3. The city clerk certifies adoption of the council-mana;
form to the Secretary of State and county clerk;

4., An eléction for the purpose of selecting a new counci.
is held at the first general municipal election (a
special election must be conducted if a regular elect:
is not held within six (6) months after step number 2]

5. The terms of office of the first council elected unde:
the council-manager form shall begin on the first Mond
after this election, the old municipal government sha!
discontinue in office, the council-manager form shall
come effective, and the corporate authority of the
municipality shall be vested in the newly elected cour
cil members.

The effect of the change is as follows:

1. All laws of the State applicable to the municipality
before the adoption of the council-manager form and nc
inconsistent with the provisions of the council-manage
statutes, shall apply to and govern the reorganized
municipality.

2. Any by-laws, ordinance or resolution not inconsistent
with Sections 78.430-78.640, RSMo., lawfully passed
and in force in the municipality at the time of its

reorganization shall remain in force and continue to b






same.
All rights and property of whatever description wh
vested in the municipality under its former organi
shall be vested in it after the reorganization.

No valid or legally subsisting right or liability,
in favor of, or against, the municipality and no j
proceedings, civil or criminal, shall be affected

change of government, unless otherwise provided in

council-manager statutes.,

The powers and duties of the council are as follows:

1.

At its first meeting following the election, the ¢
shall elect one of its members as mayor and anothe
chairman pro tem for a term of onme (1) vear.

The council shall appoint a city manager, city cle
assessor and city treasurer. The clerk and assess
be the same person.

The council shall determine its own rules and proce
Section 78.580) specifies that three (3) members of
council shall constitute a quorum but that no actic
shall be valid unless at least three (3) vote in fe
such action.

The council shall determine its own order of busine

5 .5 TR B R R T T N T — - - -






7.

If a vacancy occurs more than six (6) months prior to
such general election, a special election must be call
Council shall establish by ordinance the salary or com

tion of all officers and employees of the municipality

The council may exercise the following powers:

lﬁ

P

1.

2t

Punish members for misconduct.

In the case of absence or disability of the manager,
designate some qualified person to perform the duties
the office during such absence or disabiliéy.

Upon the report and recommendation of the city manager
create and establish by ordinance administrative depar
ments of city administration.

Establish the amount of, and surety for, the honds whi
the city manager and other officers may be required by
statute or ordinance to give.

Exercise its final responsibility and authority for th

suspension of the city manager.

The council should not exercise the following powers:

Either itself, or through any of its committees or mem
bers, direct or request the appointment of any person |
or his removal from, office by the city manager.

Either itself, or through any of its members, give ord

to any subordinate of the city, either publicly or prix

[ 3 . SN, (R L =~ T S o [ [






Have all of the powers, rights and privileges of a cou
member.

Be recognized as the head of the city government:

a. For all ceremonial purposes;

b. By the courts for serving civil processes:

¢. By the government for purposes of civil law.
Exercise such other powers and perform such other dutic
as are or may be conferred and imposed upon bv the cour
manager statute, by other statutes or the ordinances of

the city.

Missouri Revised Statutes specify that the person appointec

manager must be a resident of the city at the time of his appoi

must not be a member of the citv council. The city manager sha

office at the pleasure of the council or may be emploved for a

to exceed one year.

The city manager shall:

ll

2.

Be entitled to a non-voting seat in the council.

Have the right to take part in the discussion of all ma
coming before the council.

Be responsible to the council for the proper administra
of all affairs of the city placed in his charge.

Have the power, except as otherwise provided in the cow
manager statute, to appoint and remove all officers and

employees in the administrative service of the city.






10.

11.

12.

b. All such appointments shall be made without a

definite term.
d. The decision of the manager in any such case shall
be final.
Shall act as chief conservator of the peace within the
Shall supervise the administration of the affairs of th
Shall see that the ordinances of the city and the apnli
laws of the state are enforced.
Shall make such recommendations to the council concerni
the affairs of the city as may to him seem desirable.
Shall keep the council advised of the financial conditi
and future needs of the city.
Shall prepare and submit to the council the annual budg
estimate.
Shall prepare and submit to the council such reports as
body may require.
Shall prepare and submit each month to the city council
detailed report covering all activites of the city, inc]
a summarv statement of revenues and expenditures for the
preceding month, detailed as to appropriations and fund:
such a manner as to show the exact financial conditions
the city and of such department and division thereof as
the last day of the previous month. Everv three months

unpublished reports shall be published in pamphlet form






13. May make reports and recommendations to the council concerni:
the creation and establishment by ordinance of administrativ
departments of city administration.

14. May make recommendations to the council concerning:

a. The changes or abolition by ordinance of any
department or office established by ordinance.

b. The prescription, distribution, or discontinuation
of the functions and duties of departments and offices
established by ordinance.

¢. The assignment of additional functions and duties to

departments and offices.

=
n
.

May, within the limits for each grade by ordi
increase the compensation of the officers and employees
of the municipality upon the basis of efficiency and
seniority.

16. Shall give bond in such amount and with such surety as may
be approved by the council.

17. Shall perform such other duties as may be prescribed by the
council-manager statute or required of him by ordinance or
resolution of the council.

The premium on the bonds required of the city manager and such otl
officers and employees as the council may require should be paid by tt
city.

The city manager shall hold office at the pleasure of the council.

The action of the council in suspending or removing the manager shall

final.






CITY ADMINISTRATOR FORM

The city administrator form permits municipalities to comt
mayor—council form with a trained, full-time municipal administrs
enables the mayor and council to delegate specific duties and res
to an appointed city administrator who is accountable to and serv
pleasure of the mayor and council (see Appendix A). In some muni
the functions of city administrator are performed by an employee
"city supervisor" or "city superintendent'.

In 1950, the city of Centralia was the first Missouri muni
to adopt an ordinance establishing the position of city administy
Centralia was a fourth class city and did not have sufficient pogp
to become a city of the third class.!

During the 1960s a dozen more Missouri municipalities adop
administrator ordinances, granting various degrees of responsibil
the office. These early adoptions of the city administrator form
brought about by three primary factors:

1. Need - the inability of part-time elected officials

to administer increasingly complex city governments.

2. Legal restrictions - the requirement that fourth

class cities adopt only the mayor-council form of
of govermment.
3. A bias against the council-manager plan in some

cnmmunities.2







However, there was no specific legal authority for m
to adopt the city administrator form of government. As mig
the legality of this form of government was tested in the s
In 1967, a group of citizens from the City of Washington qu
legality of a city ordinance creating the office of city ad:
which included, as part of the administrator's duties, the
and dismiss city employees. In 1969, the Missouri Supreme |
a decision which questioned the council's delegation of app
dismissal authority to the city administrator because this :
granted by state law only to the mayor.3 The questionable
the city administrator form was soon clarified by a new stat
1969 the 75'" General Assembly enacted House Bill No. 289 (s
placed in the Missouri Revised Statutes in Sections 77.042-;
authorizes cities of the third and fourth class (except cour

cities) to adopt a structure of government by ordinance —- t

administrator form.
Principal characteristics of the city administrator p
in Sections 77.042-77.048, RSMo., are:
1. The mayor and council retain all powers and dutie
except those they wish to delegate to the adminis
2. All legislative and policy-making functions are 1
in the council;

3. The mayor and council employee a professionally t

B T L E N - - a






officers and employees of the city, subject to the dire

and supervision of the mavor;

6. The Council may provide that all other officers and emp

of the city shall be appointed and discharged by the ad
trator.

All that is required to implement the city administrator pl
passage of an ordinance creating the position and setting forth po
duties of the administrator. A model ordinance is included in Appi
to this bulletin.

Unlike the council-manager form which requires petitions an
election before adoption, the city administrator form is adopted s
ordinance of the governing body. The city administrator is employ
the governing body with the approval of the mayor. The administrai
serves as the chief administrative assistant to the mayor and has g
superintending control of the administration and management of cit:
business and municipal employees, subject to the direction and supe
of the mayor. When the governing body adopts a city administrator
they may provide that all other officers and employees of the city,
elected officers, may be appointed and discharged by the city admir
subject to reasonable rules and regulations of the governing body.
the ordinance may provide that such powers are to be retained by th
Because the ordinance establishing the city administrator form may
amended at any time to eliminate or add to the powers of the city a
trator some professional managers prefer the certainty of the counc

form, with the powers specified in either state law or the city cha






before the adoption of the city administrator form and all ordin
effect when the city administrator form is adopted in force unti

or altered by the governing body.






SELECTING A CITY MANAGER/ADMINISTRATOR

Cities recruiting professional managers/administrators will -
in regard to desired qualifications of the individual being sought.
city has its own set of circumstances and needs which will dictate,
some extent, the qualities sought in a manager/administrator. Howe:

in the publication Selecting a Professional Municipal Administrator:

Guide for Municipal Councils characteristics which tend to typify tl

"professionally effective manager" are set forthd. They are:

Relationships with subordinate personnel. An effective mana-

ger is able to delegate authority with confidence. This mear
that he allows department heads to make decisions within the:
own jurisdictions without his specific review and approval,
and yet he maintains general control of administrative
operations.

He instills confidence and initiative in his subordinate:
To do so, he encourages innovative planning and emphasizes st
port, rather than restrictive controls, for their plans and
programs.

He develops a friemdly and informal relationship with the
working force as a whole, yet maintains the prestige and digr
of his office.

Relationships with the council. An effective manager serves

the key official in policy-making without threatening the
authority of the council and without embarrassing them by fai

to provide essential information and advise.







He strives to maintain friendly and impartial perso
relationships with the mayor and councilmen, and to kee
equally informed about administrative developments.

Relationships with other govermments. The professional

is an initiator of cooperation among units of governmen
should promote close communication with other local adm
and should encourage joint meetings of governing bodies
discussion of related programs and common problems.

He keeps abreast of federal and state developments 1
affect the city and informs the council of policies thai
call for decisions regarding city programs.

Relationships with the public. The effective manager ac

to the community's traditions and its views regarding hi
role in public relations, and he maintains a friendly an
ponsive attitude toward all who seek his audience. In a
he makes special efforts to reach those sections of the

that tend to feel themselves neglected by their city gov

Professional skills. The professional city manager poss

four types of personal skills: they are (1) technical s

(2) human relations skills, (3) conceptual skills, and (

capacity for innovation.

Stene goes on to say that "while the above qualities may
to evaluate on a short-term basis, the council that keeps them :

be better prepared to compare the professional competence of the

L5 o b T P N - .






Decide upon criteria to be expected and compensati
be paid, and make other specific plans. (The Miss
Municipal League has comparative salary data for y
use.) At this stage the council should be asking :
"What kind of manager/administrator do we want?" .
"What assistance shall we seek?"

Recruit promising candidates. Try to attract the |
qualified applicants available, and discourage tho:s
are not qualified. The council itself may act as f
recruiting team. However, other methods such as sc
committees composed of other managers/administrator
private "search" corporations, citizen committees,

graduate schools who specialize in training municip

administrators have been used successfully.

Review the applications. This step should include
to former employers and to others cited as reference
ists should be reduced to a manageable number such
to six.

Interview the finalists.

Conduct further investigation of the leading candid
including, if possible, visits to their cities, but
with the approval of the applicant.

Make a tentative offer to the first available choic

Prepare an employment agreement (Optional) to clear






"dos and don'ts

B —

—— s e s 2

—— s s

At the conclusion of his reference work, Stene poses a

" for city councils in selecting a municipal a

DO
Survey the city's needs.
Organize the selection procedure in advance.
Move rapidly toward a selection once applications are
Keep all candidates informed of their status at all tii
Carefully check references on those candidates judged |
qualified.
Select a short list of the most promising candidates.
Call these candidates for interview at your city's expe
Visit, if possible, the cities in which the most promis
candidates work.
Send the candidates under consideration copies of your
budget, charter, annual report, and other pertinent doc
Pay expenses of candidates called for a second intervie
their spoﬁses}.

Read the International City Management Association's Em

Guidelines for Urban Administrators,

Be prepared to enter into a formal employment agreement

successful candidate. (See Employment Guidelines for U

Notify all other candidates when the selection is made.

——===-— Keep all information strictly confidential throughout t

P T .. L



























































































































