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To supplement my remarks before yocur Committee on
Janusry 20th end, in order to coordinste end elucidste the
statements which I then mede, I am submitting thie analyticel
treatise of our present city snd county governmental set-up,
together with a suamery of chenges and innovations, which my -
experience and study of munlieipal sctivities both here end on
the mainlend, impress me &s being desireble festures for in-
cluslon in & new cherter. In compiling this data, I have not
edhered strictly to the order of your questionnaire but no in- 1
terrogatory therein propounded has been neglected or consclously 3
avoided, |
= ,

A GENERAL CONSIDERATION OF THE THEORY AND PRACTICABILITY OF THE
{ MUNICIPAL GOVERNMENT,

Assuning an impertial end unblesed perspective, I can
perceive certeln outstending merit end theoretical soundness in
both the Commission and Council-manasger forms of city government
but, on the other hand, I em firmly convinced that the govern-
mental requirements of the city and county do not necessitate =
sny redieel departure from our present stabllized set-up to ;
S '
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{e) COMMISSION GOVERNMENT, 4As & whole, American muni-
eipal government at the close of the last century was nothing
in which we can teke sny Justifieble civic pride, OCreft, cor-
ruption, the domlnence of political rings and the sacrifice of
the public welfere in the interests of private gain were well-
rscogniioé evils from which but few cities were spared. Spasmodic
attempts to alleviste these deplorsble conditlions snd to rectify
mattere were fineugureted in verioues localities from time to time
but generally the citizens resigned themselves to the conclusion
thet municipal government was an affliction which muet be borne
because it could not be cured, In 1900 CGalveston, Texas was no
exeeption to the prevaelling status quo, The tex rate was ex-
ceceively high, the service deplorable and the municipal accounts
for years had never balanced, Annuel deflicite were the rule and
these were regulerly liquideted by the issue of an unceasing
stream of bonds, Then semething happened, - the great tidal wave
of 1900, - anéd in the emergency brought sbout by this disaster,
it was perceived thet the existing government waes hopelesely in-
adequate to cope with the crisis, Facing civie death, the pteﬁli
responded reedily to the suggestion that sll municipal power be
vested i{n e group of five commissioners, There can be no doubt
of the striking, almost dramatic, success of this new Calveston
government and though originally intended ss a temporary emergency
messure, somewhet skin to mertiel law, so conspicuous was the

improvement in the handling of governmentel affairs under the




commission thet sll thought of returning to the old order was
abandoned.

Meanwhile the ettention of the netlion was focused on the
CGalveston experiment end within & few yeare, it was adopted with
some modificetions by other cities of Texas snd in 1907 made its
way northward to Des Molnes, Iowe, From 1907 to 1914 the cone-
mission plan spresd with extraordinary rapidity and in 1914, it
had reasched ite peak of popularity with more than four hundred
cities functionling under this goverinmental system, including
Few Orleans, St., Faul, Jersey City, Newark and Portland, Oregon.
Buffelo, & city of e half million and Denver abendoned the plan
after a short trisl,

Today, none of the thirteen Americen cities of over 500,000
population operates under & commission, In the 300,000 to 500,000
population group there are over 27 cities and of these 10 still
retain commission government; they are Birminghem, Alebema; Houston,
Texas; Jersey City, N. J., Memphis, Tenn., Newark, %, J., Hew
Orleans, La., Omsha Heb,, Portland, Ore.,, 5t, Psul, ¥inn., and
San iAntonio, Texss, In the 100,000 to 200,000 population group
" there are 52 cities, of which 11 still function under commission
government, nemely Cemden, ¥. J., Chattanooga, Tenn., Des Hoines,
Iowa; Duluth, Minn., Erie, Pe., Jacksonville, Fla., Ru;nns, Pe.,
#slt Leke Clty, Uteh; Spokane, Wesh., Takome, Wash; end Tulsa, Okl.
In the 80,000 to 100,000 group, 58 out of 217 clitlies still have
commission government and in the smallest population brackets,
the 10,000 to 30,000 group, 113 out of 650 cities continue to
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function under this govermmental system,
It can be clearly seen thet while commigslon government

hes proved adequate to meet the needs of smell communities where
the municlipel probleme are not highly complicated and where admi-
nistrative work lends itself to effective management by a single
small board, 1t hae unquestionsbly falled to serve as an effective
governmental medium for the lerger cities, Obviously commission
government 1s on the wane; it hes gained relatively few converts
since 1917 while seversl cities have abandoned the system, revert-
ing to the old mayor-council fors or adepting the relatively new
couneil-mansger plen,

= Though there have been some variastions in commission governe
ment as adopted by different cities, the essential festure of the
plan is that it combines the legisletive, ecdministretive end exe-
cutive functions, vesting them in three, five or seven elective
commissioners who act collectively es the city counell and indivi-
dually ae heads of sdminlstrative departments. The organic defects
of the plan and its inherent weaknesses soon became apparent, Come
bining the policy-making function with the direction of edalnistre-
tion proved an incompatible end unheppy union., Administrative
action, in its detells, frequently became a matter of controversy
before the commission, which in turn led to official animosities
causing commissioners to unite in cliquo- againet others, In
meny cities it has become & house divided ageinst iteelf; there
is a constant temptation for three commissionere to combine
against the remeining two and while voting more than adecuste
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funds for their own depertments, curtell the budgets of the
other departmente to the polnt of ineffectiveness, Politiesl
dickering led to agreements whereby one commlssioner would esgree
to refrain froa voting edversely on matters concerning the de~
partmentes under another, for a reciprocal considerstion, Conced-
ing thet commiesion government has some adventeges, yet in view
of the orgsnie end ineidental shcrteaminé; which it has dleclosed
in eetusl operstion, it iz extremely doubtful thet Honolulu would
find emancipation from its gressni dirficulties by asdopting it.
I am firmly convinced thet commission government would not be
suitable for the city and county.

{b) THE COUNCIL-MANAGER PLAN., As I heve endeavored to

point out, one of the chief defects of commission government can

be traced to the diffusion of responsibility emong several persons
end the decentralization of adminletrative suthority. The neweet
form of clty government, the council-manager plen, is 1n & sense
an outgrowth of commieslion government, being an ettempt to remedy
the obviouz defects therseof by placing upon the ocouncil the full
responsibility for administretion but recuiring that it shsll die-
charge this responeibility through a eity manager appointed by the
council. In formulating the theory of the council-masnager plan
anslogles were freely drawn from the fleld of corporate business,
It was pointed out thst in & business corporation the stockholders,
corresponding toc the electoraste, choose & bosrd of directors,
tenatmount to & council, who in turn hire & superintendent or

manager, - and to this maneger is given reasoneble letitude
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to select his subordinstes, to co-ordinate their work, and to
menege the business ss he deems best, Applying this theory to
municipel government, the city councll ceesses to be & group of
depertment heeds, as under commiesion government, and sssumes the
role of a policy~-determining body. Thie council hires & menager
who ie placed in cherge of every phase of municipal administretion.
In theory, et least, he 18 glven a free hand to select his sube
ordinstes end to direct the sdministretive functions of government
without dictation or interference from the councilmen collectively
or individuslly.

This plan had its origin in the city of Staunton, & small
Virginla municipelity, in 1908, It sppesred tou work and was sube
sequently adopted by three other esmall southern communities, It
remained, however, for Dayton, Ohlo, a e¢ity of 125,000 populetion,
to attract nation-wide attention to this innovetion in municipal
government. For a long time meny persons in Dayton had been dis-
gusted with the waste and 1nefficlency of the 0ld regime and steps
were being taken to recest the entire goveramentsl structure, But
the disastrous flood of 1813 emphasized end sccentuated the impere-
tive need for change by masking it clear to the masses just how ine-
effective the mayor and councll were in the face of & orisis, Withe
in a yeer Dayton had serspped its old government and was functioning
under a council-manager charter, The phenomenal improvement in
the management of governmental affeirs under this new system focused
the attention of the nation on this experiment., Other cities whieh
had doubted the practicabllity of the plan, began to follow suit
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but it is significent thet its appesl wee confined almost

entirely tc the smeller cities, communities of ten thousand

or less, The great metropoliten centers were not interested,
Today, of the 10 imerican clities having s population of over
500,000, not one has the council-mansger form of governaent,
However, Cleveland and Buffalo 414 adopt this plen but subse-
guently abandoned it and reverted back te the mayor-couneil
system, There sre 27 imericen c¢itles with a population between
200,000 and 500,000, - and in this group there are seven now
functioning under the council-maneger plan, namely: Cincinnati,
Ohlo; Dellas, Texes; Dayton, Chlo; EKsnsas Clty, Mo.; Oakland,
Calif.; Rochester, X, Y.; and Toledo, Chio. In the 100,000 to
200,000 population group are 52 cities end, of these, 1l ere
governed under a council-meneger organization, nsmely: Fort

Worth, Texas; Flint, iiech.; Grend Rapids, Mich.; Knoxville, Tenn.;
Long Beach, Celif,; ¥lemi, Fla.; Norfolk, Va.; Cklshoma City, Okl,;
Sen Diego, callt.z'Trenton, H. J.3 and Wichite, HXensss, Fifty-five
cities out of 217 in the 30,000 to 100,000 populstion group have
council mensger government, and in cities over 10,000 and under
30,000, 114 out of 650 are governed under thies system, It might
be further added thet there are B83 towns and small clities of lcsc‘
than 10,000 population that have sdopted end still retein this
governmental orgenizetion. The following schedule shows the type
of government of all cities of the United “tates with & populstion
in excess of 10,000,
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FORM OF COVERNMENT IN 969 AMERIC:AN CITIEE BY
POPULATION GROUFS.,

Hayor- City Town
Councll Comaission Hanager Heeting

Total Per- Per- per- Per«
Cities No., Cent Ho, Cent No, fCent Ho, (Cent

Over 500,000 13
200,000 to 500,000 27 10 .0 10 8.0 ¥ 26.0
52

13 100.00 «- -

!
1
L]
§
1
'
]

'
i

100,000 to 200,000 s 57.6 11 21,2 11 21.2

30,000 to 100,000 217 107 49.83 52 23.9 05 £5.4 3 1.4

10,000 to 30,000 650 389 6.8 118 17.4 114 7.6 34 5.2
Total of all cities

over 10,000 - 969 54¢ 57.2 186 1%.4 187 19,8 8% 3.9

+

Below is shown the distribution of council-manager citles
by stetes and the number of people governed by this system,
Cities and towne with lese than 10,000 population are included
in thies tsble; hence the total, 451 exceeds the total of council-
mensger cities shown in the preceding peragraph, which was con-
fined to cities with e populetion of over 10,000. It is rather
signifricant that more than half of the manager cities ere in the
seven states of Michigan (48), Floride (38), Virginias (88),
Texas (37), Californie (33), Oklehoma (29) and Chio (23).



' DISTRIBUTION OF COUNCIL-MANAGER COMMUNITIES BY STATES
(Includes counties and communities under 10,000 population)

Ho, of Persons under
council-mgr, council-mgr,
State communities government,
Arizona 80,624
Arkensas 4,314
Celifornie 23 1,401,872
Colorado B 63,873
Connecticut 3 - 78,798
Delaware 2 9,719
Floride 28 403,174
Georgle 18 178,096
Illinois g 44,851
Iowa 10 102,781
Kansaes 16 207,862
Kentucky 5 203,347
Maine 17 176,135
Hassechusetts @ 38,2285
dichigen 48 989,639
dinnesota 5 £5,707
Hissouri 3 409,588
dHontana 1 6,855
Hebraska 1 6,669
Hew Jersey 7 288,483
flew York 13 1,162,718



(GO&‘. )

Ho, of Persons under

s eounzéi-ag:. : eo:;eil-nsr.
New Mexico 4 48,288
H. Carolina i8 478,261
N, Dakota 1 16,099
Ohio 23 1,870,880
Oklehome 29 390,484
' Oregon 8 56,730
Pennsylvania 21 163,251
8, Carolina 4 28,872
8. Dakots 3 22,640
Tennessee 8 13¢,087
Texas 87 1,013,810
Vermont 7 32,4086
Virginia 38 614,477
@, Virginia 6 128,238
Wisconsin 7 119,296
Totals = - - 10,450,793

Approximste populstion of the
United States -

130,000,000
Some 40 cities heve abandoned the councll-mansger
plan, ineluding ikron, Ohio, Heshville, Tenn., Sante Barbars,
Calif., Cleveland, Ohlio snd Buffalo, H. Y.
The underlying theory of the counelil msnsger plan ig
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based on the sssumption that the councll will choose an expert
edainistrator to direct ell the city's edainistretive affeirs

and who will hold office st the plessure of the couneil, !hcr;w
after, the counecil shall concers itself only with ordinence
making snd polloy-forming, leaving the carrying out of those
policlies snd the method of sdainistration exclusively to the

eity mensger, But in oractice these ldeals in many instances
have fallen fer short of realizetiom, The adoption of the plan
has not checked the practice of council-men in inter-meddling

in edministrative affeirs. Nor has it prevented the menager,

who is supposed to be a submerged officlal, from interferring in
matters of polloy and there are lnstences of amanagers carrylng

a policy lssue to the electorste in defiesnce of the couneil, Then
again, the experience of Kangas City has clesrly demonstrated that
the adoption of council-menager government is no guerentee that
the baneful influence of partisanship, petronsge end the "spolls
system™ will cesse to affect the adminietration of munieipsl
affairs, However, the fundamental defect of the councll-manager
plen is that it produces no competent politicel leadership, Thie
csnnot properly come from the maneger; hie business is asdministre-
tion, not politics., He is..n employee of the councll and his re-
sponsibility is to the council and not to the psople., The mayor,
elected by the people, and responsible to them alone, hes slways
been regarded as the dominant figure in American muniocipal life,
This ebsence of sdequate provision for politiesl leadership is

the most serious weakness of the councll-mensger plan, It is my
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fira conviction thet the council-menesger system does not offer
& satisfactory solution of our governmentsl problems, I fall
to see any advantege promised by advocates of this plan whiech
could not be better attained by e centralized executive or strong-
mayor type of governament,

(e) THE HMAYOR-COUNCIL PLAN. The oldest form of munieipal
governament, dating back to colonial days, ie the mayor-councll

plan, Indeed, prior to the edvent of commission government in
1901, Aacriq?ns were femilar with no other type., In tracing the
history of city government, one fact stands out as particulerly
significant, - the steady inoresse in the powers of the mayor and
the centralization of adaministrative control in his hands. But,
without going into the evolutlionary development of the mayor-
council systep, we must take cognizance of the obvious fact that
government by mayor and council tekes two widely divergent forms, -
the decentralized executive or weak-mayor end the centralized exe-
cutive or strong-mayor type. .

The weak-mayor form, so called because the mayor's powers
are few and oarefully restricted, is the type of government that
we now have in the eity and county. Under this system the execu-
tive has little summery control over the sdministrative egencies,
whiceh are largely independent of esch other and of anyone else,
Much of the sdministrative power is centered in the legislative
body, the couneil, or, as in Honolulu, the Board of Supervisors.
By reason of the council's control over the mayvor's appointments
end removels, responsibility is divided and obscure, The system

leaves the door open to meny abuses such as dickering for en
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appointment epprovel with & reciprocel agreement to approve
e certain bill or appoint e supervieoriel favorite to office,
It may be sald that very few sound arguments can be advanced
in fevor of the wesk-meyor plan. It has proven cumbersome,
illogiesl, inefficient end expensive, Ad=ministrative responsi-
bility ie diffused end scattered, which is only snother way of
saying that it is non-existent, It is significent that ia recent
years no ¢ity, in re-vemping its charter, hes adopted the weak-
mayor plen, It is an anachronlsm of American government and
eventuslly will die 2 natural death,

Dismetrically opposed to the theory of decentralization
is the strong-mayor plan. Under this type of organization the
mayor completely controls all edministrative affeirs., IHe appoints
heads of departments, not only without the approval of the
couneil or supervisors, but without even consulting them, - and
he removes all apgo&ntoos &t plessure, He is de fecto and de Jure
the head of the city government, Administrative authority is
definitely concentrated in him end is not diffused among & group
of council-men or supervisors. The mayor snd the mayor alone is
held accountable for the sdministration of the city government;
it is he who must answer to the electorate and epporiunltias
for shifting the bleame are virtually eliminated, The .couneil or
Board is given Jjust two functions, - policy determining end the
making of appropriations, - and the members thereof are not DeR-
mitted to interfere with the details of edministration, either
collectively or individually., In some cities, Boston for instence,-
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it is made a penal offense for any councilman to interfere

in the administrative details of & department or to seek to
influence the mayor's appointments, The reasonableness and
basic logic of the strong-mayor systesm are cuite obvious., It

is unfeir to hold & masyor responsible for the conduct of the
¢ity administration unless he possesses reasonable freedom in
the cholee of his principal subordinates., So long as & counecil
or Board of Supervisors has & negative on appointaents or re-
movals, the mayor's control of the adainietration is not legally
complete, By combining power and responsibility in the chief
executive, answerable to the electorste, the strong-meyor organi-
zation possesses sll the merits clei=zed for the council-manager
plan.with the further diestinet advantage that political lesder-
ship is brought out into the copen and is not hidden behind a
smoke-screen of impenetrsble intricsey end evasion,

After long end thoughtful conslderstion of these ma jor
forms of imerican municipal goverament, I em firamly of the opinion
that something ekin to the well-defined strong-mayor type would
prove the best government for Homolulu, However, I do not wish
to convey the impression that I sdvocste any radical departure
from our present governmental system but there is unmistakably
an imperative need for some adjusting of certaln features of our
munieipal mechanism end I have set forth in enother section of
this communicetion soge of the remedisl and salutary measures
which in my opinion should be embodied in our new charter,

At this point, it seems opportune to give some treatment to
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your Question No, ¢, as to whether our present form of govern-
ment attractes the best citizens to public service, I do not
quite understand just what criteris the fremer of this cuestion
had in mind when he used the teram "best men," Nor is it quite
¢lear to me ag to Just whet inducements should exist to attract
this mythical c¢less to publiec office other than'tho reasons that
bring the bulk of us ordinary folks into the public service,
The question 1s too vague to be asccorded & clesr cut "yes" or
*no" anewer, However, it hae slways seemed to me that the man
who, with the couresge of hies convietions, enters the publie
service and undertekes to further a progrem or inaugureste policles
which he believes will inure to the genersl welfsre, - is by fer
the best men for the Job, -~ and this holds true regardless of the
type of government,

o« I e

COMPARATIVE COVERNMENTAL COSTS

Heretofore, I have considered the underlying theory znd
demonstrated practicability of the common types of American oity
government; but there are other standards for cherter aporeisal,
not the least of which is economy of operation., I have recently
had some ;engilations,nado showing the governmental cost payments
of 10 meinland cities of the Honolulu population group for the
year 1934 in comparison with Honolulu's cost payuzente for that
year and for 1936. These mainlend figures were assembled from
releases of the Department of Commerce end I regret thet it was
impossible to obtein computations for & later year, However,
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¢ost payments remein falrly constant and these have adeguately
served to glve me an interesting comprehensive pleture of the
comperstive functional breek-down of expenditures., I took

into eonaiéurafioa two counecil-menager cities, Dayton and Okala-
home City; and five mayor-couneil cities, - Providence, Syracuse,
Worcestor, Richmond and Youngstown; three comaiseion cities, -
Memphis, Sen Antonio and Omeha, Muoh velusble and interesting
informaetion might be gleaned from these compliletions but I wish
to cell your asttention to & few significent facts, The average
per capite for Genmeral Covernment of these 10 citlee is §1.84;
Honolulu's everage per capite for general government ie £1.81
for 1934 and $2.02 for 1938, Though our figures compare favorably
with the average per capite of the 10 citles, we must not lose
slght of the fact that our mandetory contridution to the courts,
totaled $142,853 in 1934 end $166,890 in 1936, - the largest
gingle outlay under General Government, These aggregetes ecual
.70 per capite for 1634 and .77 for 1638, both of which deducted
from $1.81 and $2,02, respectively, glve ues & bone fide compar-
able General Governmeat per capits of §1.11 for 1934 and $1.285
for léae, es sgainst $1,64 for the 10 cities, These deductions
are made since in most other e¢ities court maintenance or, at
least what correspondes to our ecircult court, ies & state function
end is not reflected in city expenditures,

Under Conservetion of Health, I find thet the average
per capite gr the consldered cities is .79; omr per ecapita is
$1.14 for 1954 and $1.26 for 1938, This greet disparity can be
treced directly to our mandstory contribution to Leashl Home, -

§208,500 in 1934 end §230,351 in 1936, - far in excess of the
-18=-
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Tuberculosis Trestment and Prevention Outlay of any of these
10 citles, ¥We are spending considerebly more money for Parks
and Recrestion than any of these ecities; our per caplts was
$1.14 for 1934 end $1.76 for 1986 as agelnst .85, the average
per capita for the 10 cities, In this connection, we must bear
in mind the monetery mandate conteined in Zee, 3223, R, L. H.
1986, as emended by Aot 196, &, L. 1985, which requires us to
appropriste §$200,000 from the General Fund snd $50,000 froa the
Road Fund to the Fark Board.

I heve elec hed prepered s comperative cost anslysis
study of Honolulu end Long Beach, Celif., for the year 1936,
Long Besch is & council-maneger c¢ity with a populstion of
166,000, ¥e run fairly uniform in Sanitetion and Promotion of
Cleanlinees and our Police figures do not substantially differ,
in the Fire Department clessification, we sre {1.07 per capita
lower then lLong Beach, But 1n Conservetion of Heelth, due to
our mandetory Leahli Home contribution hereinbefore mentioned, we
show §1.26 per cepita ae sgelnst .25 for Long Beach, Under the
ocaption, Cherities, Hospitals and Corrections, monetary mandates
are again responsible for our $2.24 per capita in contrast with
.29 for Long Beach. iy purpose in eciting you these figures ies to
gsupport what I have long uainteined thst exorbitant FHonolulu
governmental costs ¢an be directly treced to the prectice of the
Territorial Legleleture in imposing debt obligations on the Clty
and County. Hany more comments could be mede and deductions drawn
with respect to the significance of these comparisons but they
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serve the primary purpose for which they were made, - to
emphasize the feet thet & more satisfectory relationship be-
tween the rarriﬁérial Leglelature and the City end County
Government must be worked out, If governmental responsibllity
is to be glven to the City and County, it ie only proper thet
it should be given the sole power to duéermlne Just what proe
portion of its funds shall be spportioned for the different
municipel functions end activities,

- III -

(a) SUMMARY OF SPECIFIC CHANGES AND ADDITIONS RECOMMENDED TO
BE_INCORPORATED IN NEW CHARTER,

As hereinbefore steted, I do not favor any radical de-
parture in fora from our present governmental plan but I em
seriously of the opinion that there is en imperative need of
making certein organic adjustments in our set-up. I have listed
these recomuendstione below with & brief summery of my reasons
for esdvocating same,

(1) INCREASE THE TERM OF OFFICE TO FOUR YEARS, In our
original act of incorporation of 1907, City end County officers
were elected for s four year term but in 16885, to terminate an
unfortunate éoaéléek that developed between the mayor and board,
the legislature shortened the term to two years. How, a two
year pericd 1s obviously too short for any substantisl accomplishe
ment and it is ay carefully considered opinion that & four-year

«~18-
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term will meke not only for economy but 1§provanant end advance-
ment in the services rendered by the elected officials, In the
early deys of American municipalities the short term idea was
firaly entrenched., This was sll very well in those days when
the business of running & city wee & relatively simple matter
but, with the new functions and sctivities that have been added
and are now considered s pert of the reguler routine business
of & city, the government of & municipal corporation has developed
into & very complex businees, It has long been perceived that
while theoretically the short term ldea is a very fine thing,
cuite in hermony with traditional American prineiplee, « in asctual
practice it worke out very badly. It puts & premium on inexperience,
It forces & newly elected mayor or supervisor to start his next
campalign elmost before he has mastered the dutlees of hile office
or, as an slternative, gives him notice in advance that after the
expliration of the present term his services uill-bo no longer
required. ieny a city officisl elected for two years spends the
first year getting efcuainted with the dutles of his office end
the second year campaigning for.re-election. HNaturslly, under
such & system, the actusl work of government suffers, - costly
blunders are frequently made and the ;ctera must pay. For many
years, the trend has been definitely towards longer terms in
office and it is only in the smeller communities that the two-
year teram still holds its own., 4As set forth in the Municipal
Year Book, 1036, the term of office situstion today may be sum-
merized es follows:
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(a) There are thirteen (13) citiee in the United
States having s population of 500,000 or over, Two of these
cities, Detroit end Cleveland, still retaln the g-year term,
The others have long adopted the 4.year term,
{(b) Honolulu witk a population of 218,861 in 1938 comes
in the 200,000 to 500,000 group wherein there are 28 clties, of
.whieh ey ¢ have & 2-year ternm
$ ® *3Jyor *
N " “"ywr *
(¢} In the 100,000 to 200,000 group, there sre 52 clties
of whiech 29 have 8 8eyear term
22 " ¥ 4.year "
1l has @ B-yesr " (Camden, N. J.)
{(d) In the 30,000 to 100,000 group there are 217 citles
of which 112 have & B-pear term
8 " ¥ Jeyoar *
97 * ¥ geyear "

3 * "Sa%mr * _
1 hes & G-year * (San Jose, Callf,)

It ie quite espparent that the short term ie still common in

.. eitles in the smaller population breckets but in incorporat@®

placeg of over 200,000 the 4-year term ls easlly predominent.
It is likewlse significant that, whereas numerous cities have
inereased thelr terms of office, there is no record of s ecity
decreasing the terme with the sole exception of the City and
- County of Honolulu in 1928,

»
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_APPOINTIVE BOARDS AND COMMTSSIONS.

At ihcjpro:cnt time our Perk Board, Water Board and

Police Ocnn&aaion are organized on a staggered tera basls and
to attein a desireble continuity of peoliey I favor & similar
arrengement for the Traffic Safety Commission, the Recreation
Commission and the City planning Commission. Furthermore, for
the same sound reseon I am inclined to edvooste that the organi-
zational set-up of the Board of Supervisors be so framed that
the Mayor and three supervisors be elected et one election for
& foureyear term and that the other four supervisors be elected

two years thereafter for e like ronruyonr tera,

(e) 2!!&35 CLEARLY AND EXPLICITY WHAT is CONTEMPLATED BY

ACTIVITIES OF THE BOARD OF SUPERVISORS zxcxua;vxnr T0
LIOISLATIVE FUNCTIONS,

In meny weys I regard this as the most urgent need of our
City end County government., Centrslization of administrative re-
sponsibility and deletion of that troublesome phrese in Seec., 35036,
R, L. H, 356, "with the approval of the Board of Superviceors®
should be given paramount eonsiderstion in your charter sppraisel,
Unless these elemental changes are effected, I am seriously in-
¢lined to belleve thet any other efforts to improve our municipal
governaent will be futile, Furthermore, the members of the Board
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of Supervisors must be prohibited from interfering in the esdmi-
nistrative deteils of any department, To illustrate, once the
Board has adopted a policy of public improvement and voted en
appropristion to the Department of Publie VWorks, the rule should

be "Hands off", It is the duty of the Chief Engineer to carry

out the policy progrem of the Board within the limitations of the
approprietion made avelleble but the method to be utilized in carry-
ing out the Board's policles is entirely & matter of sdministrative
discretion and should be absolutely beyond the province of the
Supervisors, elther collectively or individuelly.

It 1s sbesolutely essentiesl to sound sdministraetive practice
thaet the head of a departament be given a free hand in engaging and
discherging personnel and, in running the details of his department,
he should be responsible to the mayor alone, HNHo interference by
any supervisor should be tolersted, In the new 196356 charter of
Sen Francisco, thies matter is dealt with most explicitly. Hembers
of the Board of Supervieors are prohibited from desling with the
administretive service of any department except through the ehief
thereof. BSection 28 of the aforesald charter reeds "... Nelther
the board of supervisors, nor its committees, nor any of its
members shall dlectate, suggest or interfere with appointments,
promotions, compensations, disciplinery sctions, contracts, re-
guisitions for purchases or other adainistretive recommendstions
or actions of the chief administrative officer, or of department
heads under the chief sdministrative officer,or under the respective
boards and commiesions, The board of supervisors, and each board
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or comaiesion relative to the affeirs of its own department,

shall desl with sdministrative matters only in the manner provided
by this cherter, esnd eny dictation, suggestion or intereference
herein prohibited on the part of eny supervisor or member of e
boerd or commission shall constitute officlsl misconduct; provided,
however that nothing herein contained shsll restrict the power of
hearing end inquiry es provided in thie charter." There ¢sn be no
mlstaking of the tenor snd import of that language,

As I heve herelnbefore steted, Boston has made it a penal
offense for any councilmen to use the prestige of his office for
the purpose of securing the eppolintment of & political favorite or
in eny way to interfere with the administrative detaile of eny
department. I am not entirely sure but thet some such proviesion

might not be feasible for inclusion in our new charter,

TO THE BOARD OF SUPERVISORS WHO SHALL HAVE THE POWER TO

CURTAIL BUT HOT ADD TEERETO.

Under our present budget-meking policy the Board preperes
the budget for submission to itself for, after all, the Finence
Commlttee 1e but the creature of the Board., Now, this procedure
is not only illogical but it runs ebsolutely counter to the
established preoctice snd prevaelling trend of all American munici-
palities., The mayor, es the head of the city government in whom
rests the responsibllity of giving Homolulu en efficient and
economical government, is the ne and only person who should
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exercise this moet important funetion. Basing his data on
anticipated revenue and the estinates submitted tc him by the
heads of departments, 1t should be his duty to prepare the City
and County budget for submission to the bBoard of Supervisors.
Thereafter, the Doard mey do any one of three things, - asccept
the budget as submitted, reject it or reduce it, - but the Board
should have no power to ilnerease the budget or any item thereof,

(e) REMOVAL OF THE CITY AND COUNTY ATTORNEY AND PROSECUTOR.

In my opinion the proviso of fee, 3036, R, L. H, 85,
"provided, however, that either mesy be removed by the. sttorney-
general with the approval of the govenor, at sny time for reasons
: whiehinpptar to be sufficlent in thelr diseretion.” is wrong in
principal., Heither the attorney-general nor goveraor had & hand
in the eppolintment of these officisle, - why should they as Terri-
toriel officials be given discretionary asdministretive power to
remove a City end County offieiel? Obviously, there would be no
appeal from an abuse of this diseretionery power for pertisan
reasons or oﬁh?rwiao. I am convinced that this should be & judi-
clal matter, analagous to impeschment, eand that the City and County
Attorney and Prosecutor should be removed from office only for
melfeassnce, misfeasance or non feasance et an impartiel hearing
before the full bench of the Territorisl Supreme Court.
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{r) GIVE RECOGNITION IN THE CHARTER AND PROVIDE AN ORGANIZATIONAL

SET-UP FOR _ALL OFFICERS AND APPOINTIVE COMMISSIONS WHICH ARE
HOW AUTHORIZED COLELY BY CITY ORDINANCE,

This step is desirable in order to secure some security of
tenure of administrative officleles and éontinulty of poliey of
advisory and administretive commissions, I refer sepcifically to
the Superintendent of Bulldings, the City and County Fhysieclan,
the Recreation Commission, the Traffic Safety Commission an;'tho
City Planning Commisslion,

(g) 1IN THE ADMINISTRATIVE SECTION OF THE CHARTER SET FORTH CLEARLY
UIVOCALLY THE SALARIES E_PAID ELECTIVE OFFICIALS

APPOINTIVE HEADS OF DEPARTMENTS,

My experience in city government foroces me to the inevitable
conclusion that the matter of fixing salaries of elected officials
and heads of departments should not be left to the whims, the likes
end dislikes of the Board of Supervisors. ?hey should be definitely
and explicited stated end form an integral pert of the cherter,

(h) IN THE MATTER OF THE SHORT BALLOT.

: Although I reaslize that the "short ballot" is regarded

as an essential feature of the strong-meyor form of government,

yet I do not wish to go on record as favoring the sbandonment of
the elective process for the City Clerk, the Sheriff, the Treesurer
or the Auditor. The electorate have been choosing cspable men

for these offices and I seriously doubt if the quality of the
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present incumbents could be improved on by adopting the short
ballot end providing for the appolntment of these offlclsle.

(1)

In addition to incorporating & Plenning Commission set-
up in the new charter, I sdvocate the giving of more power to
this body. The commission should be suthorized to prepare e
master plan of the city for the orderly phyeical development
thereof, showing street lay-oute, ete, 4All proposed street lay-
outes should be subject to the approvel of the Planning Commission,
It should be the further duty of the commission to submit annually
and from time to time during the year a’progral or‘naeded public
improvements which in turn will be submitted to the Board of
Supervisors with the mayoralty comments thereon,

The work of the Pleanning Commission in effeeting an orderly
development of the city has been ilmpeded to some extent by the prac-
tice of the Reglstrar of the Bureau of Conveysnces and the Reglstrer
of the Land Court in asccepting for records plate and mape of sube
divisions end in entertsining subdivielon petitions thet do not
conform to our subdivislon ordinsnces, I mdvoecate thst we incor-
porate in our charter a provision irn line with the prevalling maine
land preetice of recuiring thet ez a condition precedent to record
of any naﬁ. plat, etc,, the endorsement thereon of the City Planning
eéunissien be first secured. ,

Your comaittee might alsc 4% well to consider the feasibi-
lity of embodying in the charter the boerd of eppeals idea with

L 4
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respect to zoning exemptions, Today, we go through the formalities
of hearings, etc, and the solemnity of an ordinence to change &
portion of a residence district to a business or indn-trialvdis-
trict. Under the board of appeals arrangement, once the Master
Flen 1s by ordinence sdopted, 1t is finel. However, for instence, :
if eny property owner wants to edﬁéuﬁt @ businosi~gsteyliahanat in |
@ residence district, he first seeks o bullding peramlt from the
building superintendent or e business permit from the City end
County Treasurer, - and the same belng refused because the district
he contemplates functlioning in iz & resldence district, the petl-
tioner then eppeals to the Board of Appesals for éa oxoaptldn to the
provisions of the master plen. The Board of eppeals, composed of
three members sits ae a cuasi-judiclial body. Appeal to the courts
osn only be resorted to on an allegation of abuse of diseretions ‘
otherwise the decision of the Bosrd is final, Hew York, Los
Angeles and many other eities have adopted this procedure and it

has proven most satisfactory.

(J) RELATIONS OF THE CITY AND COUNTY WITH THE PUBLIC UTILITIES
COMMISSION,

In our original act of incorporetion as & City and County,
the Boerd of Cupervisors was glven the power "To regulate and cone
trol for sny end every ;nrpeaaAthe use of the streets, highways,
publie thoroughfares, public places, alleys end sidewalks of the
eity end county.® Under this delegation of power we enact our
traffic ordinances to insure safety of our streets and to fecili-

tate the movement of traffic thereon, But our exercise of this
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police power is conslderably hampered today by the practice of the -
Public Utilities Commission in issuing peramite for the operation
of busses on the etreete of Honmolulu without taking intc considera-
tion the powers end dutles of the Board of Supervisore, I suggest
thet insofer as the lssue of sefety and congestion is concerned,
the approval of the Board of Supervieors for the use of the streets
of the City and County be first secured, There should be no cone
fliet of functione in this regard; the Public Utilitles Commission
is concerned with public convenience &nd nocoeszty, - we are ine

terested in public safety and freedom from congestlion.

(k) ABOLISH THE REGUIREMENT THAT THE BOARD OF SUPERVISORS APPROVE
VACATION GRANTS.

The granting of a vacetlon to which an employee is entitled
is exclusively a matter of administration end should rest solely
with the head of department conecerned,

(1) CIVIL SERVICE AND CLASSIFICATION OF EMPLOYEES,

I have elweye fevored the underlying principal of the
eivil service. I believe that the competent public employee
should be entitled to some ressoneble expectation of security
of tenure and it ie my further opinion thet demonstrated abillity
in a competitive examinetion should play e most important part
in detersining an applicent's fltness for & city and county
position., In the matter of promotions, I do not think we should
sigginﬁ our appraisal to the resulte of competitive examinations
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but should adopt the merit system that hes found fevor in meny
cities, Heads of departments, thelr confidentlal secretaries

and sttorneys should not come under the c¢ivil service, There is
one feature of the civil service eystem thet I have always thought
improper, - that is, - when a depertment head diescherges an em-
ployee for alleged csuse, et & subsecuent hearing before the com-
mlssion, the employee may be reinstated bsck in thet same depart-
ment end the head thereof must take him, I think thie ig decldely
wrong. I suggest for your considerstion the provision in this
regard contalined in the proposed set-up submitted to Governor Barle
for enactment by the Stete of Pennsylvanie, Under that arrangement,
if the Commlssion rule in the discharged employee's favor, he is
not reinstated and put beck in his foramer department; he is either
transferred or put at the head of the eligible list,

#ith respect to the edminietration of e civil service
syetem, I suggest e three¢ meaber board to be appointed by the ilayor
for staggered four year terms, such board to be empowered and
euthorized to hire en executive secretary.

in the matter of classificetion, I recommend that prior
to incorporeting eny schedule in the charter, classificetions be
made by the various department heads, covering all positions in
thelr regpective departments, After such egualizing adjustments
&s are necessary, these clagsifiestions shouléd be approved by reso-
lution ané then, being the final word of the City end County on the
matter, should be included in the cherter,
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(m)

Section 1821, R, L. H, 1935 fixed this liait st $3,300,000;
Aot 216, 8. L, 1988, increased it to §3,5600,000, I edvooste the
abolition of thie negetive mandate entirely., It ls fundementelly
wrong in theory and has been the occasion of a great deal of con-
fueion, - hes necessitated the Curtailment end parsimonious re-
duction of osuontial gervices and provides & mesns for en inferior
¢ity government to plece the blame for inefficlent services on
the psternalistie restrictions of the legislature,

I believe we should decide once and for all whether we
want to have a municipasl government in Honolulu or whether we
prefer to let the Territorisl legislsture run the ecity., It Just
doesn't make sense for the pecple of Honolulu to elect supervisors
to ensct & polioy progrsm of government and publie improvement,
only to have those supervisors ham-strung and hobbled by the mone-
tary mendetes of the Territorlallegislature. Conming down to funda-
mentale, we must understand that the meubers of the leglsleture are
elected, es they should be, on Territoriel issues; the mayor aend
supervisors are put in office to enact and carry out a polliey of
municipal sctivity thaet is approved by & mejority of the voters
of Honolulu., The two flelde are separete snd distinet and there
should be no infringement of one upon the other, In order that
the will of the Honolulu electorate be no longer thwarted, I
strenuously advocate the abelition of sll monetary mandates,
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As a natursl corollary to the foregoing, I mainteln thet
the Boerd of Supervisors should determine the property tax rate,
baged on budgetery recuirements and enticipated poselble expendi-

~tures, I csnnot reconcile myself to the ides that & legisletive
body, in which e majority of the members come from outelde islends,
is better equipped to fix our property tax rate then the Honolulu
supervisors who must stend or fell et the polls on the Justice end
fairness of the rete,as well es the dlspoesition masde of the revenue
thus obtalned,

(n) RESERVE POR_EXTRAORDINARY EMERGENCIES,

Though in no sense & chronic elermist, as the hesd of
the city end county government, I cennot be oblivious of the fact
that Honolulu, like any other community, is subject to those in-
evitable disasters resulting from fire, earthquakes, floode, tidal
waves end disesse. Apprecieting the possiblility of such contingencies,
I would be but shirking my duty if I feiled to advocate the bullde

ing up of an adequete reserve to teke cere of such sitaaeleil.

(o) UIRE ALL CITY ARD COUNTY BOARDS ARD C SSIONS TC HAVE

BEFORE GOING BEFORE THE TERRITORIAL LEGISLATURE.

Thie recommendation is in ebesolute hermony with my general
suggestione hereinbefore set ferth; Though theee boards and com-
missions enjoy & certein amount of edministretive independence,
the fact should not be lost sight of that they are integral perts
of the munieipsl organization amdb any metters pertaining to poliey
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or appropriations should, as & condition precedent to legisla-
tive sction, beer the approvel of the Board of Supervisore and
the iayor.

(p) THE SUBMISSION OF CERTAIN TR
EXPENDITURES FOR PUBLIC IMPROVEMENTS TO THE PEOPLE,

Once we have sdopted a four-year staggered teram provision
and inereased the powers of our city planning commigsion, we will
be in a much better position to eambark on a csrefully planned,
long-tera progrem of publle improvement and will be able to mske
fairly aceurate approximations of the probeble expenditures ine
volved., It is my belief thet the question of bond issues over a
certain emount end the incurrence of extreordinary expenditures
for public improvements should be submitted to the people in
referendum form. To illustrate, the Home for Indigent Invalids ig
sadly in need of new housing ascecommodetions which it is estimated
will involve an expenditure of some $45,000, This is not s budget
item end I think it would be consistent with sound democratic theory
to submit thie question to the people on the ballot in some such
form as; "Shall the Clty and County epend $45,000 for the purpose
of providing housing sccommodations for the Home for Indigent
Invalids?”

(q) PLACE THE DETENTION HOME UNDER THE CITY AND COUNTY PHYSIC

There are sound psychological, hugeniterien end organizetional
ressong Tor removing the Detention Home {rom the jurisdiction of
the Courts and the placing thereof under the control of the City and
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County Fhysiecisn, These children are not criminels snd while
they mey be warde of the court, the facilities of the City and
County Physiclen are slone sdequate to provide the mediesl care

and attention which these Jjuveniles so frecuently require,

ARD PUBLIC RELATIONS.

As city government becomes yearly more complex with the
steady essumption of new functions which 20 or even 10 yeares ago, were
undreamed of, there has developed an urgent need for some department
to messure the efficacy of service in ratio to costs and to study
and analyze the aggregate, per capita end per cent of dietribution

- of Homolulu's revenue and expenditures as contrested with other
¢ities, Intelligent citizens todey are applying the "yardstiock®, -
they are incuiring as to the unit cost per mile of highway, the cost
per ton of garbage or refuse disﬁosal, fire loss per million valua=-
tion of property, - and are asking hgw these units compere with
similar activities of other cities, e c¢annot afford to persue a
poliey of tnnbilng isolstion; we must teke into coneiderztion the

“progress that ie being sttained by other munieipalities, and finaelly
we should inform the publie as to whet their government is doing,

I suggest thet the individual puﬁlloation of departmentsl reports
be abandoned and thet we publish yearly one innual Report, covering
all pheses of municipal activity end prepered in & style that will
enable the aversge voter to ooaprchond its import and form an in-
telligent appraleal of the governmental setivities of the City end
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(s) HOME EULE

As & finel comzent, I am definitely of the oninion
that we should have home rule status in the Clity snd County,
absolutely divorced from the legislative control of the
Territory, The geographical unit of Oashu and the Politieal
divieion of the c¢lty end county are synonymous, - in many
instences our peculler needs and requirements are nbt shared
in by the other counties or the rest of the territory. There 5;*
is probably more segresstion of interestes in the islesnde of :
the Territory than there ls between New York end lonmecticut,
Should the Legislsture re-act fevorsbly to your proposed charter,
it will be after all but a leglslative act, subdbject to repeal or
emasculating smendments by subsequent legisletures, If Hawaill
were a state, we would seek a constitutlonal smendment to secure
municipal home rule but, as thinge stend, the only means by which
we oan obtaln home rule, with its incidentsl benefite of permenency ¢
end continulty, les by an smendment to the Orgeniec Aet, I suggest 1
the; this feet be borne in mind end that steps be teken in that |
direction,

CONCLUSIOR

This about consummetes my detalled report. Yhile some
of the changes I sdvocate mey seem drastic or extreme, they are
all the result of & longz study of municipel govermmental theory,
& compempative appraisel of the tengible results obtained under
different systems, and many years of close observation of the

»

Sl









