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DRAFTING THE PIAN OF PERMANENT ORGANIZATION

When the Commission has ‘been organized and officers
elected, it becomes its responsibility to draft a permanent
plan of organization. Assistance and advice should be given
by the administrative staff of the project when requested.
The following suggestions and questions are presented for the
- asslstance and direction of the Commission in carrying out
its work,

]

Bs The Council

l. Number of Members on the Council and Method of Selection

Administrative Instruction No. 34 provides that there
mist be a representative legislative body to be known as the
Community Council. The Council should be of such size that
it will adequately represent the people and yet not be so
large that it .cannot effectively carry on its work. A Council
Oof not less than nine nor more than twenty-five members would
.appear to be the most satisfactéf;'sizé."Among the methods
which may be considered for its elgction are:

8+ Election at large

be. Election by blocks ‘

Ce. Election by groups of:blocks. or wards

ds. Election by proportional represcntation

2+ Tenure of Office of Counbilmon

The permanent plan should providé the tenure of office
of members of the Community Council. If the Commission con-
siders it desirablec to have overlapping terms for members of
tho Council, so that there will not be a complete change at
any one time; this should bec provided ‘for in the pcrmanent ,
plan. It could be provided for by Stating thet at the first
election onc«half the mombers shall be ¢lected for a given
period (for cxample six months) and tho others for another
period (for example onc year), and thoreaftorp all shall be
elected for the same peried (in this casc onc year), In that
way the term of one-half the membors Wwould expire ecach year.,

3; Vacancics in: Office

The permanont plan of organization should spccify the
method- of filling vacancics in tho office of councilman. Such
vacancics might be fillogd by & special clecetion, or by appoint-
ment- by the Council or the prosiding officér tharcof. The
question of filling vacancics whore mcmbors of the Council
leave! the projoct to accept temporary work should bec consi-
dercds This might be mct by: providing that a vacancy shall
b6 deomcd’ to exist when 2 mombor is absent from a statcd num-
ber of consccutive Council -mectings (for cxamplc, four, five,
or six) and the chairman of thc Council shall decclarc tho
offico to be vacant.
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4s Moctings of Community Council .

]
The Commission's permanont plan my oither spocify the .

frequency and time of mcoting or lecave this to the Council,
Provision should also be madc for spocial moctings. Sinco

it 1s difficult to detcrminc accuratoly thce amount of timeo

which will be roquircd by the Council to carry out its work,

1t would appcar that the Comuission's pormanont plan should

be floxiblo on this point and lcave somo discrction to the
Council,

5« Council Proccdurc

The Commission's pormanent plan of government may
Spocify the rulcs of proccduroc to bo followed by the Commu-
nity Council or may morcly providc its own rulcs of proccdurc,
An alternate possibility would be to provido some rulcs in
the permancnt plan, with a gonceral grant to tho Council to
dstablish othors as may bo noodods

Some fundamontal rulcs of proccdurc for tho Community
Council which may be considercd-for inclusion in tho porma=-
nent plan aro:

2¢ Roll Call. Recquiring ayos and nays to bo cntercd
on the journal or permancnt rocord of tho Council in cortain
cascs, a&s on the final passage of regulations. '

b. Quorum. Defining a quorum for the Community Coun- .

cll, as stating that a majority of all membors cloctod to
the Council shall constitutc a quorumn.

Ce Voto Nccessory to Enact Regulationss The plan
should statc the voto necessary to onnct rogulations, such
‘a8 ‘a ma jority vote of the mombors present (that is, if a
quorum 1s prcscnt) or = mo jority of tho total membership of
the Council, b

d. Opcn lMectings. Requiring mcetings of tho Community
Council to bc open to the public.

s Timo in which Rogulations Beceomo Effcctives The
pormancnt plan might stato whon regulations are to bocome
effoctive, such as upon passago, onc wcek aftor cnactment,
c¢tec. In the casc of rogulations carrying pcnalties, 1t would
appcar desirable to dolay the timec at which they becomc cof-~
fective. If possiblec, somo publicity should be given to the
regulations during this poriod, as by publication in the news-
papor or-posting in the dining halls. Provision should be
made for meoting cmergency situations where action is neoded
immediately. This might bc mot by providing that omergency
regulations may bececoms offcctive immocdiatcly, provided thoy
receive a 2/3 affirmotive vote of tho total mombership of the
Council, { .
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6« Presiding Officer of Council

The permancnt plan of organization should provide for
the seclcction and powers of the presiding officor of the Coun-
cil. If hc is giveon spccial appointing power, as of commite
tées, or if his power of voting is limitcd to casces of tic
votes, this should bc stated.,.

W . Fune bl cns off -Ciounedl

The functions of the Community Counicil 'arc dcfined in
Administrative Instruction No. 34. It would appcar advisable
for thesc to be incorporatcd in the permancnt plan. It might
be well for thoe pormancnt plan spccifically to authorizec the
Council to cxcrcisc such other functions as may be conforred
upon it subscquently by the War Rolocation Authority.

8. Rcmoval of Council Mcmbers

The Commission should consider thce advisability of
providing in the pormanent plan for the rcmoval of mcmbers
of the Council for ncglcct of duty or for other causcs.

Two methods which may be considercd arc rcmoval by the Coun=-
cil or rccall by tho voters.

G ‘Blcetions snd Office Holding

le Nomination and Elcction

The nomination. and clcction of members of the Council
should bec provided for in the permancont plan of organization.
The quostions to be considecrcd here aroc:

a, Mcthods of nomination
l. Caucus or mass mecting of qll the voters in
thoe ¢lection district
2. Petition
3. Primary election

Elcctions

The permancnt plan of organization must cither
provide or give to thec Council the power to pro-
vide for the preparation of ballots, thec sclcction
of cleoction officers, ctcs

Registration

Somec provision should be made for the proparation
of lists of -qualifioed voters so that only thosc
persons who arc centitled to vote may do so. A
system for the rcegistration of voters might be
provided for in thc pormanent plan of government,
but it would sccm advisable to authorize the
Council to do this.
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2. Dectermining Eligibility of Councilmcn

Whilc the qualifications of mcmbors of the Council are
statod in Administrative Instruction No. 34, thc mothod should
be provided in tho permencnt plan for dctermining whothor a
particular individual mccts thosc qualifications. This might
bec donc by providing that:

The Community Council shall lmve tho power to pass
upon and dotermine whothor any member clcctod has  the
qualifications statcd in Administrative Instruction
No. 34.

3. Qualifications for Voting and Holding Offico

Tho Commission has no discretion rdlative to qualifi-
cations for voting and holding offico. Thesc aro dcfinéd in
Administrativo Instruction No. 34. It would bc desirablce,
however, to incorporatc thosc provisions, without chango, iIn
the pormancnt plane

D. Judicial Cormission

The Commission on permonont organization is authorizoed
to providc for a Judicial Commission.

l, Sizc and Composition

The cxact number of mcewbers of the Judicial Cormmission
shall bo fixed by the Commission on PurmanonEIOrganization;
but the number must not bo less thon threc. Othor gucgtions.
to be considerod by tho Commission on Permouncnt Organization -
arc -

a, How shall the mombers of the Judicial Commission

bec soclocted?

l. Eloctecd?

2. Appointed by chailrman of Council?

3s Appointod by Council? : g

4, Prcparation of a list of qualificd persons by
a Committco of tho Council with appointunont
from this list by tho chairman of the Council,
the Council, or the Projoct Dircctor?

Who shall be c¢ligible for memborship on the Judi-

cial Commission?

l. Only cvacucecs?

2. Caucasian staff mcembors?

3e - Mombors of Council?
The work of thc Judicial Commission in the
ficld of law cnforcement is entiroly difforent
from that of tho Comrunity Councile. Tho lat-
tor is choargod with the rosponsibility of
making low, or the deternination of policios.
Tho Judicial Commission, on the other hand,
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does not make policies but applios policies to
particular cases, w of this distinction,
ding in the pormanont
Council shall be in-
mbership on the Judicial Commis-
Sion should bo censidered.

Tonurc of Office of Mcrbors of Judicianl Cormission,

Vote neccss Shall a defondant
bo - gullty . A majorlty, unani-
' the Judicial

-

nadce for the prcsentation
of cascs before tho Commission, as by a prosccu-~
ting attornoy or other officeor, ,

r represoenting ¢
Commission, as by
a public defender, or private counsol._

Rulsas of Proccduro, To what extont should rulcs
of procedurc for the Judicial Comission bec -pro-
vided in tho permanont plan, by the Community
Council, or left to dotermination by tho Judicial‘
Commission itsolr. - X

Arbitration Commission

Tho permancnt plan of govornmont should ‘provide g

method of arbitration for scttling civil disputes botween

rosidents who voluntarily agreo to submit thoip disputecs

to a commission sct up for this purposce. Among tho qucstions
to bo considored by the Arbitration Cormission arc tho
following:

1.

2

Narie of such Arbitration Commission

Numbor of Members ang Sclcection

Tho permancnt plan should provido tho'numbcr of mem-~ EfQ

bers, their tonuroc, and method of sclection, A

Se

Pangl of Arbitrators

Should ‘a pencl ‘of arbitrators be sclected from which

the arbitrators for n particular disputc a ro sclected?

4.

Disqualification of Mcmbors of Arbitration Commissjion

What provision should be made to disqualify members




of the Arbitration Commlssion who arc inteorosted in o parti-
cular caso, so that a pancl can be solected to which porsons
will boe willing to submit thcir disputc?

5« Provision should bc made in the permoncnt plan as to:

2. Procodurec for bringing cascs boforo tho Arbitra-
tion Commission.

Mcthod of prcsonting cascs to Arbitration Commis-
sion (whothor attorncys may bo uscd, ctcs)e

Voto of Arbitration Cormission nccessary for an
award; ma jority voto, unanimous votec, ctce.

6. Agrocment to bo Made by Partiocs

An importent question to be considered in providing
- a gystom of arbitration is the typo of agrocmont to bc made
by the partics so that an award will be binding undor statc
lawe It would appoar that the type of agrccmont should be
left to dotermination by the Arbitration Commission rather
«¢bhan Spocified in the permanent.plan. The permanont plan
should spocifically confer this power upon tho Arbiltration
Commission. Assistahce and advico will bo givon the Arbi-
tration Commission by tho Projoct Attornoy in working out
thoso dotails,

F. -Proccdurc For Approvaol

When the Cormission on Pormanont Organization has com-
plcted its work, thc proposod ploan rmust be submitted to the
Projoct Dircctor who should satisfy himsclf that nonc of its
provisions violates any rogulations or instructions of tho
War Reolocation Authority. If approved by him it is then sub-
mitted to the voters and rmst be approved by a - majority voto
of the qualificd voters voting at a speecial election. Tho
poermancnt plan should provido far tho nomination, cloction,
and assumption of office by councilmen following approval
of the plan by the rcsidonts., This provision should include
tho numbor of days that shall clapsc boforc tho olection is
hcld and how soon thce Council shall mocct and assumc the duties
of offico following cloctione.

Ge Limitations

Thore arc cortain limitations which Administrative
Instruction No. 34 placcs upeon the Cormmission on Permoncnt
Organizatione. Thus thc leglslative body must be known @&s
a Corrmunity Council, clcctions rmst be by socret ballot, 2
dofinite procedurc rmst bo followed in making expcnditurcs
of community funds, cnd the mcthod of amendmont of tho
approved plan of govornment is specifiecd. For purposos of
clarity it is suggostcd tha t thosc and other linmitations be
included in the permangnt plan of govornment proposed by tho
Comissione
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PART III

. OPERATIONS OF TEZ COMMFUNITY COUNCIL

After the permanent plan of organization lLas been adopted
a Comrunity Council elected, the sztisfactory functioning of
comuinity government in relocation projects will depend largely
upon the mzmner on which the Council carries out its duties.” The
effedtiveness of community government will depend upon the sincer-
ity with which the Council assumes its responsibilities. The
members of the Council rust have a knowledze of the problems of
the community, a desire to further the welfare of the residents,
and must initiate procedures by which the Council can utilize its
kaowledse of comrunity problems for the general welfare. The
Council should szek to develop an interest on the part of the
residents in cown-unity affairs, and secure not only participation
in community sovernment but a willingness on the part of all resie
dents to assume responsibilities for cowmrunitvy problems. ¥

&
Members of the Council should be mindful that their office
is not only an honor but a responsibility: and a public ttust. If
tl:ey undertake their duties in that spirit, participation by the
residents in the ana~ement of community affairs will be successful.

A. Use of Committees

Tt has been the .xperience of legislative bodles generally

that their work is more orderly and effective when wide use is made

.af comrittees. The disadvantaze of having matters discussed and
debated before the Council without having adequate factual infor-
mation is obvious. Prcvious.study of & problecm and the gathering
of pertinent information by a camittce, followed by a report and
recommendation, tends to sounder action by the Council. For this
reason it is sugzested that the Council make e¢:tensive use of
committees in-carryinc out its worlk, anc that as a .general practice
matters be referred to committecss for study, report, and recommen=
dation. The final decision in all matters will remain with the
Council; the use of cmittees mercly enables the Council to ve
more effective and efficient in arriving at those decisions.

Both rcgular and sp.citl.committecs may de used. ' The desig-
nation of committees, both regular and speclal, will depend unon
the subject mattcr brought before the Council. Among thc regular
committecs which the Council might consider the desirability of
establishing are: Committce on Cormittees, Rules and Procedure,
Resolutions, Elections, Licensing, Law and Order, Judicial Commis-
sion, Arbitration Commicgion, Revenucs and Expcnditures (or a
Committse on Finance to cover both rcevenucs and expenditurcs).

There are many problems which arc primarily administrative
responsibilities of W.R.A. but which arc of cirect concern to the
residents and the Council. They include health, education, hous-
ing, food, sanitation, employment, community enterpriscs, commu-

.nity activities, public welfarc, library and public safety. The
use of committess to securs information on thesc problems is a
uscful device. The committce members should bccome in the course
of time specialists in their filclds and bc avaitable to make
special invcsti-ations for Council purposs:s.,




A problem wh ch has arisen in some legislative bodies is that
committees in effect take final action by fallurc to report. The
advisahility of adopting a Council rulc rcquiring committces to
report within a steted time (for cxanpl., two wecks) aftcr a matter
has becn referred to them should bc considered. This mav also be
met by adopting a rulc that the Council may at any time 0y major-
ity vote dischargc a comnittece from further consideration of a
matter referred to it and oroce.d to Council considcration.

B. Use of Non-Council Mcmbers on Committces

A widc perticipation in public affairs is a desirable goal
in any comunity. Whilc voting and varticipation in comrunity
elections is an c¢ssential stcp in any democratic comunity, the
Council should scck to carry popular interest and participation
beyond thc merc casting of a ballot at clections. One way in which
this may be securcd is for thc Council to make us. of non-Council
members on its committecs. This would offcr an cffective means
of permitting participation in community affairs by thoss pcrsons
who arc not eligible for clection to thc Council.

Another means by which the Council may sccurc wider direct
participation in Council affairs is by thc cstablishment of advi-
sory boards and commissions madc up cntircly of non-Council mcm-
bers. Pcrsons who havc shown ability -ar intcrcst in a particular
field might bc appointed to a board or commission. Such a plan
can lcad not only to an incrcascd intercst in community affairs by
a large number of rcsidents, but will enable thoe Council to utilizg"
the special abilitics of maeny persons in solving community oroblem '

C. Sclection of Committecc Membcers

The desirability of preparing a dircctory of the Council
membecrship was touched on in part I of thils Manual. This would be
of value to thc Projecct Director and Council and especlally mseful
in making the beost sclcction of Council mcmbers for cormittees.

The dircctory would show the age, cducetional backgrouhd, prcevious
public service and present and former occupation of cach mcmbcrs of
the Council. This would scrve as a guide to thc aprointing suthor-
ity in making committec assignments. (Scc p. 21 for sugrestecd form
to filled out by cach =wembcr.)

A similar pla n way bc.uscd in selccting non-members of the
Council for mcmbership on committecs. Each Council member might
prepare a list of the persons in his voting district he considered
well qualified for committoc work. He would also submit pertinent
data in sunport of his recommendation that thesc persons be
appointecd as non-Council mcmbers of committces. Such a list would
enable the appointing authority to —ake assignments on a morc
intclligent basis.

D. Leglislativc Recsponslbilltics

Administrative Instruction No. 34 authorizes the Cormunlty
Council to prescribe regulations and »enaltius for thoir violation.
The Council should procced at en carly datc to establish a codc for
law and ordcr on thc project. Useful guldes in detcrmining tho
content of such a cocec may be obtained by reforence to cxisting
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INFORMATION FOR
COMI'UNITY COUNCIL DI ECTO.Y

Name Ago

Prescnt Former
Address Address
City and State g City and Steatec

Educational Background:

High School

University

Degrees

Public Service

(Former participation in clubs, organiaa-

tions, and officcs held)

Formcr occupation

Prcscnt occupation

Intcrcsts: Check first and sceccond preference.
Law and Ordecr Education

Public Rclations Public Hcalth

Socizl Welfarc Food and Nutrition

Recrcation Work Projects
Community Enterpriscs Labor Relations
Housing Ground Improvements

Finance Adult Educeation




municipal codcs or by requesting the Project Attorncy for such
information. It would aprecar desirable also that therc be incor-
porated with these community rcgulctions at an early datc regulations
concerning safety, firc prcvention, sanitation and health, and

other mattcrs which upon consultation with the Project Dircctor

arc found to we esscntial to the successful operation of the project.

E. Recsolutions

The Community Council is authorizcd %y Administrative
Instruction No. 34 to prescnt to thc Project Dircctor rcsolutions
on qucstions affcecting the welfare of the rosidents. It 1s suggestcd
that the Council can b%e most cffcetive if it colleccts all facts
relative to a particular quusticn beforc ~aking rcco'mendations and
that 1t make availablec to the administration the rcsults of its
study. Carcfully considered sug-cstions bascd on a thorough
analysis of a problem, viith econclusions bascd on facts, will b¢
more cffective than merc expressions of opinion or complaint.

R abituey Healrincs

Public intc¢rest in and discussion of questions affectin~
the gencral welfare of the community arc desirable and should bo
encouraged. This can bc securcd in part by having Council mcetings
opcn to the public. A limitcd right of participation in the dis-
cussion may he gronted by a Council rulc. This might provide that
non=Conncil membcrs would be- heard if request werc made to the .
chairman of thoc Council prior to the mecting, and that any spccker
bec limitcd to five minutes. Council committeces could also make use
of public hearings to give non-Council memboers an opportunity to be
hcard on community problcms. ~

A final method by which the Council could promotc-thc dis-
cussion of corrunity problems end determine the scntiment of the
residents on public affa irs might bc through general mectings or
forurs sponsorcd by the Council. Thesc might be held under the
auspiccs and supcrvision of thc comrittec in which thc subjcct
matter for discussion falls. If properly conductced, such mectings
should serve ss uscful meens of promoting thc democratic process in
relocation projccts.

G. Financial Proccdurcs

the ComiRIE}oSBwidys ARG EUEHA MERey EoPES AT £y 8P £o ranath

to promotc
the general welfarc. Expenditurcs for nurposcs othcr than to pro -
mote thc generel wclfarc of the rcsidents will subject the Council
to criticism and bring it into disrcputc. -

A problcm in any legislative body is to provide proccdurss
in the cxpenditure of public funds which will prevent irrecular-
ities, safeguard thc funds, and assure expenditurcs only for pur-
poscs and in amounts approved by the popularly elected representa- .
tives. Administrative Instruction No. 34 providcs some nrocedural
checks on thé expenditurc of community funds. The Council mav
wont to consider the desirability:sf adding others. Another ﬁroblom
to be considered by the Council is the custody of community funds.
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v «x Some of thesc qucstions may be provided for in thoepcermanent
lan of organization. Insofar as thcy arc not covercd in the pcrma-
ant plan, thc Council may want to adopt rcgulations on, this subject.
nd it may want to supplcmcnt the limitations and procedurcs pro-
vided in Administrative Instruction No. 34, end in the ncrmancnt
plan of organization. \

H. Council Rccords and Publicity

Records -of the proccecdings of tho Council should be kept by
thc sccretary. Thesc should be prescrved ds pcecrmancnt rccords of
the community govcrnment, along with committce reports and hearings.
The details to b. incorporatcd in thesc records must be lcft to the
discrction of thc scerctory of the Council or of the committecs.

Thc rccord should be sufficiently dctailced, howcver, to give 2 clear
and accurate picturc of wh-ot has transpircd« Such records should
always bc open to nublic inspcction.

It is dcsirable thet as widec publicity as possiblec be given
to the work of thc Council. The mombers of the Council, and
cspeccially the chairman, should attumpt to maintain such rclations
with the project ncwspapcr that adcquatc publicity will be given to
the Council work. Such publicity will bc of valuc in increasing
the - Ilnterogt of bhhe “reslcents ind comiunity: affalins.

In the casc of ccrtain typ.s of rcgulations c¢nactcd, an
cffort should be de t9 have the pro jedt newspepcr roport the
iction. Rcgulations carrying pcnaltics should be fully reportcd;
hc advantage of informing thc¢ peoplc of ncew rczulations to guide
their conduct and for thc violation of which they arc aubject to
pcenaltics is obvious.

I. Distinction Bctwecen Block Managers or Administrative Agents and
Councilmcn

Scveral projccts have establishcd the position of Block
Maneger to assist and coopcrate with the frojc. t Dircctor. The
duties and rcsponsibilitics of Block Managcrs arc differcnt from
thosc of Councilmcn, and if thcsc ~iffcrcnces arc kept in mind it
will be uscful in avoiding conflict and promoting thc¢ administration
of community affairs. Both thc Block Manager and the Councilmen
should rcalize that they arc intcrested in a common goal. This is
thc promotion of thc gencral welfarc., ZEach has o contribution to
make in sccuring that goal, but it is made in an entirely diffcrcnt
manncr.

Thc Block Manager is an administrativc cmployecc, pcrforming
such administraetivec dutics as arc assigned to him by the rrojcct
Direcctor. Among the dutics which he pcerforms in some of the projccts
a rcs Distributcs information such as rulcs, rcgualtions, and in-
structions issucd by thc Projcect Director to the residents in his
block; collects and distributcs mail; assists in fousing probloums
including changes in rcsidcncc, repairs, ctc.; distributcs supplics

uch as soap, brooms,and mops to the residcnts; cssists residents
in cmcrgency cascs such as serious illness.
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The Councilman scrves an untircly dif cront function. As
the represcentative of the rusid.nts he is intercested in the dater-
mination of policics vhich affcct th. shol. community. His sclce-
tion is by thc pcoplc and his rcsponsibility is to them. Thus
from the point of vicw of scloection, dutus, and responsibility,
there is a clear linc of demarcation between the Block Manager and
the €ouncilman. If the Block Manager restricts his activitics to
serving as an agent of the admiristration, add the Councilman limits
his activitics to the determination of policics affcecting the vhole
community, there can be no conflict of jurisdiction. Bach should
realize thet he has o job.to do and his aim should be to do it well.
That is thc griatest contribution hce c~n make te successful commu-
nity government and sdministration.
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