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7This’repmrtgls a prelxmxnary ﬁraft

of & stuﬁy und&rtaken by;thejhmerlcan

- County Planning: Commission. . i ~par

“study the. Comm1331on 5 orga ;zatlon, gollclos, “and proce&ures and to! assist
the Comm;b Aon - ina vomprahen51V§ revision OFf Lts zoning or&;nance and rs«i
lated” r@gulatzona.' In Phaze t, trie: cantragt calls for recammenﬁat;ons in-
prelimirary draft form concerning chaﬁges in the Comnizsion's powers and
Aduties, size, method of selecting commissiconers, relationships with staff,
budget procedures, operating procedurss, personnel policies, methods of
financing and other officlal activitiss of the Commission, Specific details
regarding zoning and subdivision administration will be forthcoming in Phase
11 of this study once a firm has been contracted to revise the zoning ordi-
nance and related regulations, with assistance from ASPO. The second phase
of this contract is an important and essential followup step since the recom-
mendations of this preliminary study embody cholcess to be mdde by the Memphis
and Shelby County govermments which éepend upon the structure and form of
their land control systam.

As specified in the contract, this study has relied heavily on interviews
with the Memphis and Shelby County Planning Commissioners and the agency
staff, as well as more than 40 govermmeéntal officlals and community leaders
in the Memphis metropolitan area. The facts and opirdions acguired during
these interviews are supplemented by ASPC’'s analysis of the Memphis and Shelby
County Planning Commission's enabllng ieglslatxan, its studies, plans, .and
other pertinent materials; and by ASPO 5 knowledge of planning practices
throughout the country.

We wish to thank the conmissioners anﬁ ﬁtaff of the Memphis and Shelby County
Flamnning Commission and the many publlc of ficlals and private citizens in
the area for thelr generous cooperation. and their candor.

David Momena, BAssistant Research Director, and Charles Thurow, Senior Resegarxch
Associate, were the principal ASPO staff on this project. Frank Beal, Deputy .= .0 .
birector for. R&&e&ruh, and Albert Biley, Research Assxstant, also gave vuluable w
help in revxew;ng aﬁd rwsearchlng ‘thig study. A

'anally, it should be pointed out that while this study is e of the staff
activities authorized by the: Board of - mlreétozs of the Amﬁr;can So&xaty of
Pilanning Officials, the viewpoints and recommendations contalnad herein are.
solely those of th& ataff and 5hou1d nct be Lﬂterpreted a5 stat@ments bj tha
So¢1ﬂmy.- _ _ : S

_.Iaraﬁl %tnllman
7 CBEgecubive Director :
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o Masi;- 1975




Ir.

I13.

| EXECUTIVE SUMMARY

IAEPORIEEIOR o b+ ¢ e e s e e el

CONEIMBLONE  + « « « % o a0 weix e A e a e oe = d e
Recommendations .« . . . . b d e e e e e e e e e e

THE PLACEMENT OF THE PLAKRING_FUNCTION IN MEMPHTIS AND SHELBY
COUNTY PLANNING GOVERNMENT

Zoning and Subdivision Administration . . . . - . . .
The Board of Adjustment and the Zoning Administration
PIOCBSE o « o ¢ aom & & 2w & % wihov s s 4 o« s o4 w a s
Long Range Plannlng and Policy Developtment . . . .« .« v s s
Membership on the Planming Commission . . o « v v+ v v v
Making Joint Planning Works: Regommendations . + -« + .« o .

AGENCY ORGANIZATION, ADMINISTRATION, AND OPERATIONS

Organization and Administration . . . . . » « . e e 0w e
Work Program and Activities . . & v . v e e s e b e e
Persdonnel
Salaries and ExpendibuXes . . « v 2w s s e 0w s e e

4 4 &+ & x4 4+ e » = w T - . L

I1~-3

Ii-&
II-8
II-11
Ii-14

III-2

II¥~14
IT¥-23
111-34




fOrgan;zatlon chart Memph;a and Shelby County Planning
Commission (Revased July .1y 19 4) e e s e a e

2. Proposeq orgam_;wtzon Chart - ﬁemphls and Shelby County
Planning CommiZSsion . « v « « + 5% o« ¢ v s s a0 s

3. Planning Districts for Memphis and Bhelby County . .

4. Staffing Chart, Memphis and Shelby -C.ount'y Planning
Commission {Revised July 1, 1'9?4) b e e e e s

5. Proposed Staffing c:hart - x-xempms and shelby County
Planning Commission . . « « o wviena i “ e e

«

I1I-8

ITI-20
IT1-26

I11-27




. Zoning cases -

B

1G.

.

 Zon _ Merphis and Shelby County Plannin

*

g

*

. muthorized Staff Positions, 1974 - Memphis and Shelby
planning Commigslon -l e e e s e e

!

.

Y

Commission

I

" authorized Agency Staff for Selected Planning Aganciesfseiving

Jurisdictions in the 500,000 to 999,999 Population Range . . .

Bducational Background.by percent of Professional Staff hy
Jurisdictions in the 500,000 to 999,989 Populaticn Range . - -

staff Turnover ~ Memphis and Shelby County Planning Commission,

January 1973 = April. 1975 . . o e e e e

Salary Trends for professional Positions - Memphis and Shelby

County Planning Commission, 1990 ~ 1974 . .

professional Staff Salaries for Belected Planning Agendies
Serving Jurisdictions in the 500,000 to 999,359 Popul

Rangam, 1874 . . « « « s v v = oeoem e n ot

Position Classification and Annual Salary Ranges - Memphis

and Shelby County Planning comuission, 1874

Expenditures of Selected Planning Agehcies by Jurisdictions

-

*

-

«

+

*

-

«

-

*

-

in the 500,000 to 99%,%99 population Group. 1974 .

Summary Sources of Adency Expenditures by Jurisdietions in

the 500,000 to 999,989 Population Range, 1974

#

*

*

.

-

ation

»

-

-

*

-

*

.

.

-

»

*

®

-

-

*

I11-2%

TiI-31

I11-34

III~36

ITI~37

III~39

ITI~-40¢




Historically local governments .

- have smsumed, a that all growth ws good, |

" and b} that the function of government was to supply fiew development with -~ - :

public services and fagilities. whensver and wheréver .new growth occurred.
ALl across the country these attitudes are changing. local governments

are - recognizing that they can and must do a better job of managing growth.
wnis shift in attitude is the result of many complex pressures. Local
guvernments are beginning to see that new growth frequently costs more in
services than it gensrated in new revenues. New environmental standavds
have pushed up the cost of servicing developments. DPowntown areas continue
o decline as a result of suburban shopping centers and office vompliexes.
Essentially sound central city neighborhoods are being left to decay.
Suburban land prices continue to excalate making single family housing
increasingly @ luxury for all but the uppar class. Competition between
local governments for developments thab yield high tax returns has helped
to greate inappropriate and inefficient patterns of development. Increasingly,
the hodge podge, sprawling patterns of urban development are seen as being
wasteful and inefficient indulgénces that, literally, no ong can afford.

Memphis and Shelby County, like other local governments, are re-examining
their attitudes toward growth. They have not taken the radical route of
some governments by advocating a complete halt to all growth, but there is

a growing recognition that they will have to do a more effective job in
controlling growth, Although there are no agreements on the exact character
and amount of public intervention in the development process, it is apparent
that the public ip general is anwilling to aceept & pattern of public
involvement which views all urban development as inevitable.

As part of its reevaluation and self-asgessment, the City and County are

also examining thelr planning organizaticn and operations to see if they

are in fact adequate to the tasks that lie Before them. To. assist them

in their Job of reevaluating the aﬂaqaa¢y:of-their-ﬁlanning program, the
Memphis and Shalby County Planning Commission has retained the services of

the American Boriety of Planning gfficials to analyze the planning Commission's
powers and duties, size, methed of selecting commissioners, staff relationships,
financing, oparablng grmcedures’andﬂpérsbnnal-policies¢ :

Glearly no consulting organizacion of any kind can hope to tenlve” all the

problems assocliated with such a complex issue as planning and growth mansgement.
The solutions must come from the community iteelf, and this report should

serve as a basis for community discussion and subsequent attion. It analyzes
what exists now, identifies problems, and makes recommendations. It is a




5yrelxm;nary dr@ft whlaa will hﬁ'ravlﬁed.fcl uwlng work Qﬁ'tha rev1aimﬁ ef G
< the’ Memphi; and Shelby County zaning rﬁxﬂanceﬁ, and a;sgugsxonfén the paft
“of the ccmunzty 1eadersw -

Inuconductang:thxs stu&y theasta £f : :
.1nterv1eweﬁ more than 60" pempie ¥ Memyhz

S was made to 1dant1£y individuals with & ?afiety of respan31b1lxt1éé ana vxeww;;f ff““

'-polnts conueraang the pl&nnlng functlon Hany of ‘thi ‘ideas’ ‘and retcmmendaticns SR
Cpresented in this report are 4 dlstxllat;on ‘and: synthes;s of the views: ot - S
“theése different lnﬁlvldﬂ&lﬁ‘ Every ‘effort was malle to identify problems - :
that seemed to be the most Sericus An” Cthe minds of the pevpie we 1nt&rvmew@d,.
and to develop recommendations that reflected the interssts and resources

of the peopls of Memphis and Shelby County.

Concluslons

Memphis and Bhelby County face the problems of growth mandgement from a position
of relative strength. They have many assets and advantages which place them
in ar enviable position for coping with development issues and designing a
regpongive planning system.

* Memphis and Shelby County de 1ot have to contend with the multiplicity
of governmental units that have sc often plagued other communities
in their efforts to initiate a sound planning and develcopment program.
In addition to the City and County governments, there are only five
incorporated towns in Shelby County. It is not uncommon to find
a hundred 2r more local governm@nts or special districts in gities
of similar size,

* Memphis and Shelby County have a strong history of governmental
and organization reform. In 1967-68 the City government was
restructured into an executive~legislative form. The County is
presently creating a parallel structure. The willingness of the
region to reorganize as conditions change is an important sign of
strength.

* Unilike most areas of comparsbls size, Mémphis and Shellby County
already bave a joint Planning Commission. The basic framework
for attacking the problems of growth management is already in
place. : :

* Both the City anﬁ County goverﬁm&nta ‘nave made major ptﬁgress in
doveloping mechanisms and t@ahﬂlques by which governments manago
grovwth., In addition, the very existence of this report and its
companion study of the zonxrq ordinance is an indication that
both gmvuznments are able and willing to go through the &lfflﬂulﬁ o
process of self-evaluation néceshary to reform their plannlng and
land development procedures.
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- strategy that is clear and conoise. It is a good document for .
fd@velapiﬁg suppaxt;as;wél;vas“beihg;aﬁmo&eﬁnfbrnfatﬁxgﬁwérk'Onfn;”
planning and development issues.’ - SRRy e

. % there are substantial reSources available in the innercity .
neighborhoods of Memphis, as shown by the presence of strong-
neighborhood associations. the interest in developing the
historic district of Victorian Village, and the support given
+o innercity development by Future Memphis, the Chamber of Commerce,
and other citizen organizations. The successes of the Garden
District Association also show that these forces can be mobilized
and do represent an important resocurce.

* Memphis and Shelby County ar¢ aot fdced with the severe uhemployment
and economic problems that confront many other communities through-
out the country. The region's position as a comnercial and indus-
trial center for the Mid-Scuth area gives it a strong and diverse
acononmic base.

%+ Memphis and Shelby County are also rich in natural amenities, from
its setting on the river bluffs and its varied topoyraphy to the
many recreational opportunities nearby. The community aiso has an
unparalleled opportunity for shaping its future &z a result of its
ownership of the Shelby County Penal Farm.

While Memphis and Shelby County is clearly a community boasting substantial
assets, its planning process faces several major problems. MNany of these
problems are common to. similar communitles across the country, but they are
no less real issues for Memphis and Shelby County. If the community is to
realize its full potential, these issues must be confronted and dealt with.
On the basis of our interviews in the community, our research, and cur own
judgement, we ses four major problem areas whith should be addressed.

First, in theory, Jjoint planning ig a progressive system for establishing
metropolitan~wide growth and development policies. In fact, however, the
Mémphis and Shelby County Planning Commission has not been a very effective
forum for identifying and resolving grbwth-m&aaqémant issues facing City and
county government. In part, its organizational. structure has hampered it in
dealing decisively with developmént issues involvifg both governments. Rather
than acting as a joint body representing the entire metropolitan area, the
Planning Commission is ofter split on issyges according to particular City or
founty perspectivei. The elected ef ficials of the two governments have not




© Second, wnile the najor planning iseues fasing Nemphis and .
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“[.ag~a_jointffuncti¢n;.'Théjevaigagiqsfé§a ?%§iewfprgﬁedare$'éf tﬁg[aﬁnaai“}y;~-“if_
. budget and the bi-annual appointment of the Director are handled indlvidually.
by each government. rather than as. 4 3 ; s

egislarive function

_ Shelby County o

| 'f?lanaing:CQmmiéﬁimd.has‘nbt;asgﬁméd;a?iéaéetsﬁibﬁro;eﬁin,aagﬁéésiﬁgg@héééﬂfa[?f}-

_-issues;g_only;a;smaiiuydrtiongdffitg;tﬁmeﬁaﬁayeﬁexgies=&ayegbaénfaév¢t¢aut@*j,_;j
the-imporgaﬁt-issgés.af;lonq-rangeggianﬁinggaﬂa_aevéiagméﬁtjyaliéy;iﬁﬁasﬁi_;.‘ .

of the Comuission’s tims has b@&n_%p@ntﬁén;mattefs{bf-2@hip§jaﬁa_snﬁﬁiviéian_'

“administration. N6 -effective prac&aurés3eiist-by'which_théi??&ﬁhﬂnQ[Cwmmiﬁsiaﬁ:;ﬁ;

can participate in the development o joint_pplicies'whichfhridge the concerns
of the two governments. S S

Third, the system for land development administration in Memphis and Shilby
County is inefficient, unwieldy, and confusing. Both leglslative bodies
essentially duplicate the zoning and subdivision hearing procedures held by
the Planning Commission. This system consumes valuable time which the
legislative bodies should devote to other metters, and increases the processing
times and costs for builders and develupers. Many cfficials are concerned
about what they consider to be an gucessively broad interpretation of the
variance procedures by the Zoning Board of Adjustment. Furthermors, charges
of conflict of interezt, regurdless of their validity, thrgaten to undermine
the public's confidence in the land develupnent administration process.

Fourth, the resources neCessary for an. effective joint planning function need

to be improved. fThe size of the staff and the budget of the Planning Commission
are inadequate for it to perform the many functions expected of it. Also,

the administration of the agency itself could be substantially strengthened
through an internal recrganization of the staff.

Recomendations

It is critical if joint planning is ko be sudcsssful in Memphis and Shelby
County that the two governments treat the Planning comnission as & joint
agency rather than as if it were responsibile to each of them individualily. If,
in the judgement of the elected officials, it is impractical to delegate the
necessary authority to the Planning Commission to accomplish this, then the
joint Commission should be dissolved.  What is clear is that it should not be
kept in its present ambiguous gtdre wheré it neither effectively coordinates
development policies between the two governments, noxr provides them with the
tevel of serviceg they each reguire i vidoally. '

e desirable goal is to make @héfjéiﬁﬁfaééﬁCQIWka more effeéctively. In order
to do so, several immediate sﬁépsfsh@glﬁqba”taken: -




Tfji}3Tﬁéyéﬁdféiécugiﬁééféndﬁfhék£WQ'Ee éiatﬁtéé xculd jvintly review.
and evaludte the work of the Planning Commission. The annual buﬁg&t
i[hearzngs an& thie” bl~anﬁna ;app@zntmant 6f the Direpctor: of. ﬁlannznq

¥ ghould be ‘conducted in a joint session of the two legislative bodies.'§:> 

"fv;The a&optlon or auceptaﬁce oflpolzcy documents produced by the
fg}Pianﬁlng CﬁmmlSSlOﬁ hauzd a_ o) bL handled jaxntly._u.

IZZ.SThe Plannmng commls§1an 1t§ﬁlf Shﬁul& take a’more aﬁtlve role in
Slong rangﬁ plannxng and polxcy &ﬁvelopment by:. :

® allottlng time during: th&xr'reguiar meetlngs o addrebs long range
" planning and dev@loyment 1&SHQS>.

* eztablishing & Policy and Prmgram Committese composed of two
commissioners, the Chief Administrative Officer of the City, a
a comparable person from the County, and the Director of the Agency.
This committes would be responsible for developing a general five—
vear work program and a detailed -annual work schedule for the
Agency to be adopted by the Commission as a whole,

* ereating technical advisory committees for each major study
undertaken by the Agency which would include technically gqualified
individuals from outside the Commission as well as interested
Commissioners.

3. The Memphis ard Shelby County Planning Commission should establish
¢lear definitions and procedures for handling conflict—of-interest
issues in order to maintain publlc confidence in thelr work.

4, The consultant contracted to revise the zoning ordinande should be
specifically charged with the responsibility of clearly defining
the limits of responsibility and the approprxate role of the Zonhing
Board of Adjustment. e

These suggestions will make substantial 1mprovemants in the present situation,
but they will not correct the Fundamental. problem of delegating the appropriate
authority to the joint planning agency so-that it can ackt as & bridge between
the two governments and eliminate the dupixcatzon of effort. in zoning and
subdivision administration. In order to make these structural changes, we
recommend that Memphis and Shelby Gounty follitw one of two models presented
below. Both arxe developed on the prem&sa that in.order for a joint agency.

to work effectively it must have the autharlty to aatually operate 88 a
spokesman for both governments_ ' .

Option One: strengthan the exxstlng farm by q;vxng the. Plannlﬂg ﬁommassxnn
authority over the Agency's Director and work program, and delegating to the
Planning Commission the responsibility for.: the “finéxng ~ﬁf*fact" dn the zonlng
and subdlviSLOn administration process. :




1

?he citlzen membershig nf:th a;mr'Plannxng cammiss;on weuld be.

.,ﬁreaonstltut&&_sw ‘that they would be jﬂlnt appﬁintmentﬁ from the twa R

_;jx& wauié ehﬁcse its 6&nj¢héxrmahfanﬁ salect the kgeﬁcy $“D1r$ﬁhor.a“-:ﬂ
Ul he Director would: he aolely rcsponsibl& to the Commission. In o

'.establlshang the. work. program and annual work schedule for the' Rgency;fz'“'*'””
. the Planping Commissicn would’ work through a Policy and Program '

Committee which woulﬁ-iﬁ¢1ﬁd§_tw0]Commi$$i0n mebery, the Chief
Administrative Officer.of-ﬁh&'sity;_the gonparsble individual from
the County, and the Director of Plaining.

The Planning Commission weald maintain its responsibilities to the
legislative bodies on zoning and.subdivision administration, and this
role would be strengthened.. The PFlanning Commission would be delega-
ted the prime responsibility for holding public hearings and the
"findings -~of-fact" on applisations for zoning amendments, special

use permits, conditional use applications, PUD's, etc. (For some

of these land controls such as conditional use permits, the Planning
Commizsion would be given discretionary authority to make a final
judgement.) The Commission, with the help of its staff, would draft

a resolution of either approval or denial and submit it to the Council
or the Court, or both if it involves joint jurisdiction. This resoiu-
tion would accompany a.xepcrt;bn,the.“fimdings~of~fact*" The Council

and Court menbers would have this record prior to their meetings

and would then make a final adoption or rejection of the resolution.

The Council and the Cauxt‘wQQldjhélafpublic hearings and heaxr oral
arguments when petitioned by the applicant. or other interested

parties, but these would be limited to arguments that the Planning

Cofmission's recomméndatich is inconsistent with the evidence of
the record.. {(The hearings. wmuld not lnﬂiudﬁ the introduction of new

. evidence.) . The Council or the. Caurt ‘could: g@ into the record itgelf
and send the case back to the Piannxﬂg Commission L it finds., or is

= persuaéﬁd that evid@ncﬂ 15 laﬁklnq mn a sp@wafxc pﬁ&naQ

Thus,'whlle “thé Caunc1l &nd Court wauld he rellev;ng themsalv&s of
‘some- of  the burden of publiea’ h@axings, “the legislative bodies would
_nevarthalésg retain. full. authox;ty and. reaPOns1b111ty for: makinq the -
final décisions. The Council and’ Court members who are 5@rv1ng as-”~'__
iannxng cemmissioners wauld sexvﬁ ‘as ;mpcxtant 11axson$ 1n thls work.'_“




th;on Two‘ﬁSuparatlnq ahe-fﬁﬁét&éﬁé;@ lana~ :
.Plannlng dnte a joint Zoning Hearing Examiner ofi&ee and a 301nt Plannlng
Agenay undet ﬂhe dmrectzon of the two execubive offzces, L. .

:aeiavﬁ;ng the Dlreutcr nf the Agency and: wmuld be 1nst£ﬁm@ntal
in sett;ng the ab;e@tlves ano wark program ot the Agunwyi

2. The Plannlng Commission would b& come & citizens’ a&vzacry body
*o the Agency itselfl, CmeUSFd of prominent aitizens who weuld
Ffoous theivr attention on leng range planning and policy development.
They would particvipate with the Executive Committee in setting
the five year goals for the Planning Ageney and designing the
-ggvuli&w work program for sadh FEAY . They would also be involved
in policy éevelopmpw; by agtxng 4 ‘advisors to maior studles
produced by the Agency, reviswing the Capital Improvements
Program, and advising stafi on the ﬂev&lopment of new land controls
and oxdinance revisions.

3. The functions of zoning and subdivision administration would be
taken out of the Planning Commigsion and assigned to a Zoning
Hearing Examiner. In this process, the City Council and the
County Court would delegate thelr powers to hold zoning and sub-
division hearings to an official appointed jointly by them. The
Zoning Hearing Fxaminer would eopduct hearings, weigh. evidence
and make recommendations of approval or disapproval concerning
zoning amendments, PUD applications, and: othisr land-control
decisions over which the Council and the Court want to keep
immediate authority. The Examiier would ?rapare a draft re&olution
of either approval or denial, and submit it to the Council or
Court along with his findings. He cmulé alss be given some
disgretionary authorlty Over ecial_use perm1t$ and conditional
use déClSlOﬁS. L I P

The modéels presenﬁéd in ﬁpﬁion’éﬁe” v two outline means by which
Memphis and Shelby Councy can restructur he joint: plaﬂning“function in
order to make. it more affective. They jwffnred as frameworks for the
community*s debate and d@cxsxoﬂ,'bu the a&tuai'datazls of how either
system would be lmplemenfed must still b ”ed uut. At thls point the
‘two governments must decide which: ﬁ_rect an they! prvter 10 .go. in order to
clarify the confusion of roles betwee Tanming Commission,; its staff,

“the two' legislative ba&ieg,'and the Zon card of Adguhtment.f It is

lmpﬁrtant that both gﬂvernments mQV':dacxﬁively on thzs é@c;ﬁion, since the .
present system not only wastes the txme and resources of these various . -
bbdles, but algo deprives the ccmmunity mi an Lffeatlve planning process.




:Reformxng thL overall sysLam 1n whzeh the Qlannzng QLGCQS“ operates 1& the

 :;51ngle most important key ‘to- successful plaﬁnlng in Memphis and whelhy County;q"'
L Beyond these reforms, however, othar: smgnificant 1mpr¢vements cin. bé auhxevaa

through- strengthening the 1nternal organlzatlon and mpezatxons of. tha Agency.,

1. We recommend dividing the funcdtions of agency management intc two
separate areas of responsibility: external managsment ‘and internal
management. New positions for twé Deputy Directors should be
created -- a Deputy Director for Current Planning and a Deputy
Director for Long Range Planring. Responsibilities for administering
the internal operations of the agency should be delegated hy the
Diregtor to the two Deputy Directors,

2. The Agency's four divisions and the Capital Budget Officer should be
reorganized into two divisions -~ a Current Planning Division and a
‘Long Range Planning Division -~ with ssven sections., The reorganized
Current Planning Division should include three sections: {1} a
Land Use Contkols Section, (2) a Corrent Planning Studies Section,
and {3} the Planning Services Ssction. The Long Range Planning
Division should include foutr sections: (1) the Capital Budget
Qfficexr, (2) the Transportation Section, (3) a Research Ssection, and
(4) a Policy Planning Section. The Policy Planning Section should
be created by merging the technical functions of the City's Policy
Planning and Analys;% Euxeau w1th ‘the existing Long Range Plannihg
gtaff.

3. The Agency should establish a formally adopted overall work program
procedure including both a five-year work program and an annual work
schedule developed according to.a stated timetable in conjunction
with the Agency's budgetary_pxaéess, The annual work schedule and
the five-year work prodram should be developed in conjunction with
the proposed Policy and Program Committes of the Planning Commission
{or the Executive Committee and the Planning Commisgion as noted
in Option Twol. The work program should be adopted by the Planning
Commission. Major amendments to the priorities set forth in the
work program should also be revxeweé and approved by the Planning
Commission.

4. The size of the professional plamning staff of the Commission should
be increased. The CommisSion. should create two new professional
job classifications for the ‘two Daputy Directors, and authorize
three additional positions including a Principal Planner to head
the proposed Research Section, and & Senior Flanner and a FPlanning
assistant to be added to thée Hesearch Section. Additional clevisal
staff shouid alsc be hired at the discretion of the Director and
his senicr staff. -




 “:*' The pragased Research Section shoulﬂ 1ﬂclud&: arsc_nel wha

__:'pr recruxtmant yrxsri_ es. ahcul& fmcu& ‘on £111 ng the.two
Cnew managem@nt positions: (ﬁepaty ﬁlrettor$§ thh personnel*
“fweli qudllflea in technical’ planning #kills and wlth qubstantlal
f_prQVen lead&rshlp and a&minlstratxve ablllty.

- bring strong management and . technical specialities in the araag L
~of planning research and data collection te Lhe agency.

*  Recruitment priorities ﬁhauld.algé'c@ncentratéfoﬁ attracting
new staff who have had substantial previsus work experiente in
in the planning field.

* The Agency should adopt i affzrm&txve action hiring policy to
increase the proportion &f professional blacks and women on the
gtaff,

- The two legislative bodiss, Lhraagh a joint budget approval process,

shoald consider the planning budget as a lutgp sum item for a package
of planning services and dulégate full authority to the Planning
Commission (assuming it is restructared as outlined in Option Une}

to establish staff salaries. .The Planning Commission should increase

the overall Agency salary structure to bring it into line with
current national averages in order to put the Agency in a strong
competitive position with other communities to attract qualified

- and experienced parsonnel.

Commensurate with previous 1y recomuended changes in the structure
of the Agency and the apcr&tluna cf the Commission, the level of
funding for the Agency should be gubstantially increased through
direct appreopriations from the City and County governmants, and
through Increase use of fedéral funding opportunities,




'HOften a plannlng program falt@rs because lt is- too far remuvad fram the
center of " decls;on-maklng‘ Regardless of how good ‘the. agenty’s’ techn&c&l

‘program may. be, if it is not conhected to the centérs of dea1310n~mak1ng, 3
it will have. ﬂlfflculty in succassfuliy accomplishing ita: program ?'Planninq PRI -
commissions were: originally desiyned as a reforf measure €6 remﬂ__.polmtlcs'_'”'

from planning. fThus, a planning commission was intendéd 6. cpexate as a it
detached, impartial, and pivic~minded board which made-plahs}aﬁd administered
land use controls independent of the elected officialg. ~This original con—
cept, hdwever, has changed. Since World War II it has been’ generally accepted
that the detached, watch-doyg model was too simplistic. - In order to be &fféc-.
tive, it was decided that planning commissions had to.be dlrectly respons;ve'
to government decision-making and aztively anolved in the polltlaal process
“that leads to that. dec131on~mak1ng.l Congequently, planning commissions have f
continucusly moved toward a greater degree of’ offlclal connéctlcn w;th and’
accountabllity to elected officials: : REN R .

The: desxre on the part of elegﬁed mffialals tg paxtmcxpate in the planning

process and to make the plannxag commission’ mﬁre acc&untable ta them is & j? c
 basie characteristxa of the. plannlnq climate in: Memphas “and’ Sheib? Ceunty.- In;-

sestablishing tha FJoint Memphis and” Shelby Cuunty Plann;ﬂg Commisgion, the: two
.fZQGVErnments ‘established a complex: sy%tem by wh1¢h=authur1ty over plannihg
©was shared equally ‘among  the twc executxves, £
' ’the ?iannlng Cmmm;ssion ltself

n T the standards and. evalﬁates Al agenay 8 work? ';q 1nherent in . dnf funmtimn
i sharad by two govexnments; Althaugh the Memphls and Shalbyfcounty gcvernments

. :'xﬁéé’aian'Alts§u$éf;:fﬁé“éi€y_?ianﬁiﬁgﬁﬁrcééés idofnéii,}i@ﬁﬁyé”




-'county.J '-V"; Th&h;f

- director must go thrcuqh separat@ examxnatinns hy each of is bosses, -

CMoreovVer ;. whxle the budget is submitted jointly by thie &wo ex&cuLAVéa,' by

Cdt i reviewdd 1ndepen5&nt1y by the two legislative bodies ! h@ugh the

_ Memphis and’ Shelby County. Planning comtission is a Joint aqenﬁy, ‘in the :
__evaluatlon and- raview progeis . LtoRugt act as an aqency 1ndepem§éntly rf:w :
fsgonsxble to eaah gavernment.._ : : . _ : o

In theery, the Plannxng Qamm1551an should act as tha h@ad of the' agencY"

and report. o the two @xecut;vas and *eqaaiatlve bodies. Bs the body . 4
: ;respona;ble for - zoninq and subdivision admxnmﬁtzatlon, it §erves as an ad=
wovisory body to the Clty Ccunt;: and tha"eunty Courta Iits’ staff 1. reﬁponm'

ff,-s:ble fnr:revzewxng applmtatlmns for zanxng changes, specxal uSe permxts,.“;"”
;thPvDs,SHbdeLSmmnﬁ, eteyy dnd ‘the commissioners: hold”puhllc-h'arinqs and
LAk recammﬁn& tions Lo th& Cauncil and Court ot each'apylzcatian, Along

'”'[wlth these chlmgat;oas to the Eeq1s?ative boales%“bhe

_L* a ges;txon Gf leadership on"plannzng matterq.- Presently, 1tgappear$ that
joint plann;ng is merely an admini

o STMASS Lon aisu sarve
'.faﬁ dﬁ adv;sary bady to the two executlve branches mfjgovernment an matter$

7gavernmants muat delegat& 0me'af”theif"autnor1ty to the"of'“" oSG
i more effe&tlvely an there_y{assame

ative convenlence, 'a device to ‘allow the

%

R govermments ‘to share ‘staff and affiaa paeé,;;Jmint'plannin “haswﬁna{apgﬁa?'

ianece of being & -creative and prog: essive move on the part.of the two govern-

 ?“ments, but i practzce jnxnt;glanning hd% maﬁe llttle yrogra5$ it resolvxng:{hff
shaxe& prohlems.- T : i : . R - e




- when ¢citizen grotps:are interested in zoning decisions, they will, gm?i- the

v;ew,_and other glann;ng act;vitmesw_ Speﬁlflcally, thﬁ 301n 'agencies
sexving: papulatlcns of 900 OQ& ta 999,999 spent ‘an. average of 48 per. can_. L
. of - tneir ting on zoning, is: per cant mn.Subd;vislcn revxew,:aﬂd 34 per cemt i
of  thelr: time:aa other, planning acvivities.  The figures for Mamphzs and
'Shelhy County Argré. TO per cent on zohing, 10 per cent ﬂn 5uh&1V1510n and

20 per cent on’ othar planning activities.  ‘From our tecent 1nterv;aws, the :
~work load seems to have stayed in approximately the sate propartlans,- thie
the plannxng ‘commissioners in Memphls ‘and Shelby County 5pend sl;ghtiy nore
of their time on laﬁawcantrol admlnxstxatmon, like other jolnt plannlng Come
missions they give most of their attention to’ theiy functlfn as-advisors in
these matters o theé legxslatmve brancha. They spend ton 11ttle tmme o 1onq--
range ylannan. ' : e : R TSR . B

 -LeﬁV1ﬂg aszﬂe, far tha moment, th& relative negleat_gf fts roie as advxsor

'-;ﬁthe warklng relatmonshapsrbatwaen tﬁe Plah”;ng Gemmmss;an nd the Cxty i
' e : the hﬁdies_agerate e

lthelr hearxﬂgs consequently bacome. th& ‘main:focu of at_antlon.f

-'éouncll or Ccurt Tathey than the Plann;ﬁg Comm;ssxon because “tha; is. where
the aetlon 15, . R




.'tlons wers detamied thay requxred no'
wag left in thb hdnds @5 a bu;ldan 1n'
: 'Offl{-lﬂil -

igE! caurse
T;Judgmants

fof waliwestabllsh&d qoals éx crlta B 1ndxv1&ual deﬁlsloﬁ'on & plere of o
land may not seem unreasonable, but the accumulated effett of thasa small ;,-5ﬁ_




T”lnvolved in zonlnq admzﬁ;&tr&tloﬁ.
”mentb that theﬂe z@ﬂlﬂq “hangea ba

.responsxbllxtxes 18 order f o) mamnta;n an- actzve rule 1n the plann;ng R
. brocess. One vesult is that they. Feous much of “their attentlon B’ analyzanq'tﬂ'"
these’ vﬂ$e~by~ma%u decvisions go that they can’ ahaempt £ ‘chantiel ‘them inte

SomE MmoYe womprehenalve grhems . L this way, the! &taff of: pianniﬁq dapart“.--~
‘mients and the commisgiong ‘have Larrﬂctly assumed ‘an active ‘role. in these

land cont trol: dec;saanSﬂwSane S thﬁ;r WGrk_ls T melemented,-lt must be
'ccnsxaered Ln“tnxa procesa,,- : ' : - R

_.”Commmssmon. Yég, this CoursE x}ﬁ&.uf fithe b95¢;h1 iy of “the sﬁaff wnrkanq
iwith develophient prmpgﬁals, whien w&uld vnable them tm he m@re w@nsxtlve to :
'the nrnwth policies of the commun;ry. : : :




“qfully guaxd&d 1t5'f nal powers mver zonang admmniﬁtzatlmn;

'relatlonshlp betwean hé:?lanning Commzssion and the
;_1buﬁter, byt the ‘cour arse malntalns = funct;aﬁ pazéllel Lothe: City
~Cotnedle T have n.e.féct; ¢

‘establish a; jOLnt authorlty the
with' zanlnq and” ‘stbdivision admanxbtratmon, Instead the Plannmng Commlssxon

'3has ﬁpérataﬂ BE sxmply an,addxti' al {and frequently uselass) gtep ‘in the
gince they ara; provm&mng conszdarable vmiunteer time: for this process yet

-The detalled w@xk of deglqnatang ﬁhe prcper authmrlLy gy each af tﬁe bOdme¢
must be done through the rewrite wf tHe zoning: and suhd;vzgman o:dlnanaes,

“  5Thﬂ Board of Adjﬂstment.and £

s The Boaré mf AdaustmentJ
.  m1nibtratva agency. of ‘the City ot the Gaunty.a L:ke the: Memphis: an& Shelby
-~ County ?lannlnq QOmm1S%LOn, dtods a “35int functlon ‘shared by the. Fuwo gavernmen" i

According to the ‘zoring oxdlﬁanue, TEhe Baard of: Ad]uatment has the dlavretmanm,

County’ uur_}i'

nt body such as the Memphis and 8hé1bjh”

CDunty Plannlng CommISSlQﬁ; tne'ﬁw¢ governments nead: i =8 ba wxllmnq £o ;¢-° i
nofact: resygct..- This" has hot happenad

progess rather. than replacxng dn&-aearaxnatlng the two individual decision-
making proce&ureh.“ This-lack 6f authmrity Frustrates the Commissioners

see thdt th81r advzce has lxttle 1mpaat Qn the: declslon«maklnq process._

The Memphls and Shelby County ardlnancea have;grown and?“een ‘amended over -
a long- perzcd Gfotdme, o AS@ consequencpvthexe.arEfconfllcts bhetween Jifferent

.sections of ‘the ordlnance%, syrh as i rthe set—bazk'and narkzng requ;rem@nts.,;
There are other: cmnfu%;ma EE weliw ‘ ; = e

handling effapartm@ats and mabll

'ﬁrehen&1VE zewr;te 6f the . ;
f ' . nd_th& ﬁwa 1#qlslatures,~

,'Zanxag A&m nlstratzon PtGCéS&

i5 an appeal bcdy f@r zanlng deg1q10nq made by any'aﬁw

ary authorxty ‘to make soie adjustments to the ordinanee; $ﬁﬁh d5 moving the i :
trick boundary of a zone not more Llan twernty<five feet ‘whes the dlstrmct dlvxdes_?--”
a tract or lot held by a single owner, oxr nmake a decisiopn on use classlflcatlons_F







_;ﬂ-uae are thus ﬁeslrable.=. Bis
" revaluation of these policies onc
IR 4 1 3 romprehensxva plan-:: '

- ing the joint community dﬂveiqﬁﬁen
‘the procees of assisting the el

" ‘conceérning. growth, the C@mm1qgiﬁn"
. }fox 1mplement1ng ‘these qoalse_ The

if t10ﬁ._ Hlstcrzcally, the Plahﬁlnq Gc
L long range Qlannlng and davelopment;pelley.;.

‘. this tradition in the adoption of the Ealexgﬁﬂﬁartlett Plan, which has’ scme

~policy mellcatxcns. ‘How there ig'a graw1nq concern on the part of’ the

Commissioners, and others that the planning’ functions are naqlented xn favor'*




' 'Qmay have észlculty in fandxng;this'ieadershlp role. beca#:"

'ments da not: treat the aqency as a Jm:*t function.ﬁ

_Plannlng Agency. ana when plana, such 4s the Rala;gh«ﬂartlett ?lan, are sent
to the legxslative bodies for their acceptance, the two leq1slatures aet
separately. Thsa’ axtuatan cbuld: arxse that-one governvenc mmght ‘agoept; nbem
and the’ othez rpﬁect them becauee of o affort ta make & doinc &ec:slnn

The lack Qf stxong llnkages between tne Planﬁxng Commlsslon and the tWe
executives ig partlcularly evxﬁent w:th the ity administration. Out of fealw
Angs of frustration with gettang the plannxng staff of the Commission to do
the studies they felt were necaasary, the City Administration and the City
Council established the Policy Flann:ng and Analysis Bureau, which is a plan--
ning body directly responsible to:the Chief Administrative ‘Officexr of the
city and to . the Mayor of Memphzs._ ?hrough the' use: of th;s agency, the ity
made its successful application for Ccmmunity Eevelopment Funds without in-
volving the Joint Memphxs and Shelby County Plannxng Ccmmission... .

it is not surprlslng that: Memphis craated thas Bureau.. Slmilar s1tuatibns L
_have ocourred in other communitias when a chief PXEC&th? 3nvolv¢d with a jo;nt
agéncy felt that the aqency was nwt bexng xesgonsmve ta his i Camyareﬁ t0'~

.'.Typlgally the clty plannan effart begzns wlth_an extensxve survey-uf exmst
“ing ¢onditions and predictions of th numbey of peopla, cars, jobs, ete. .
‘that could be expected within the fext 20 years. Studies are made of exist~' '[_
inyg land. usé,: populatlan and: ecunamy,_hou51nq stoek,. cmrvulatlon system, and
copmunity Gtilities and facilities. These studies are for the most part
quantitative descriptions and predictions, but to a lesser éxtent they deal
with the gqualitative featurés of the systém. Once the studies and projections
are completed, the estimates of people, vehicles, households, and employment




".1nVQ1vea policy development, . itiis ¢'l“thaT i

f;;the backbcnes cf the' plannlng pro : o an
. thé professional. staff work of planning agencies, However,
“onits own. It focuses too clogely on ‘quantitative: cansxderztions (1s_the'
“park large: enough for  future populatzans?} ard’ avoidé the '
-con31derations {are the publlc 8 leisure peeds: bping Saﬁlﬁ ed’] :
it produces a ‘static end Eroduct without prov1dlnq any guz&ance foz how the’
community gets from ‘"here”. to "thera.! ‘Since it aSSumes that the communlty :
can operate on all fronts szmultaneaunly, it does ot recognxze the ‘nesd to
set prigrities, to determirie the best strategy ko get. from “here“ Lo “there,
or even to-consider that the- communitj ‘may not: WANE what the pre&ictlons
say, but may instead desire to try tu'vhange}theﬂeourse £ :

In order t5 correct these WeaknesSES ©of the: tradltxona planning _pproaah,_  o
" the commmity nheeds to develop pallcviplann ' § of its. long range.jjl;'"l_
planning process. - Policy: Plannlnq], Tk Wit these normative considerdtions 0.0

byarticulating: goa15 and‘deVLsan xm ément tlbn strateg;es.; ‘Since thlS T-gx’
_ 1ann1ng Commxsszmn~y}_u,

j;tself be ;nstrumental 3n this pr'ces

.iiwhe_C1tyﬁof Memph;s airaaﬁy has_

f”_The poiacy tatements pexmlt and enex
-~ i @l mte' offlclals.-:-

Ztts poi;cxes plan provldes_an_element of st&blllty anﬁ'conslst&ncy _
“in theé planning prﬁgram sxnoe it wmll not be made abscieta by
changing condltlons‘- : :




'-”-'mhe Memphxs and. snelby' ccunty Planning missmn needs to @
: mpnis. : shmm _'-_the city

i ,reccmmﬁnﬁatin : by
_ which the. Plannxng CGENLSSlonerS can 1nVOlve themselves in 1onq_range planning
._and,pollvy developmant work. . They also’ suggests ways' of “including the execu*'
“tive branches of government in the process: of - estahllshlng the. ‘work: program
for the agercy. Howeéver, these. lmmediate xmprVements have o ‘be inifial
-gteps in deciding how the Memphis and. the Shelhy cQunty governmﬁnts are. going
to create a joint funetion that actually works as a’ jOlnt fﬂnction.; The .
options for increasing the effectiveness are once agaln the mcdela 9resented
in the. recommendat;ons gection. . o L .

mbership on tha Piann;ng Commmss on

“The mavement af planning commiss'“

. officials has stxengthened t_

"  55emphis anﬂ Sheiﬁy Gaunty ?Lannin' Commiss
- A ) 5 n& e

,5_ : _ % ) : Because “the two governmentsf}m
V-have maxntainﬁ& their competxng anthority overst "omm1ss1on, ‘the Cmmmissxon

'"71tself has ‘not beocme an effective. foxum An “which cztmzens ‘can voice thexr

pogition. Instead, whan ¢itizen qroups Aye ooncérned abeut planning or zoning
-matters, they fael they shculd go dxreﬁtly 4 the executive or 1eqlslat1va




planning conmissioner.

gHTf:tacts, ‘developers, ! :
. This list ‘inciudes’ all the grofess ons th

:":to each school of theughts This: sam Splits appear cin Memphi.

.;;-_ctxvxtxes and the ne _; ; !
';capacity, £l schuois of thought _ave £ @1opeafaba : _
' hat the. ccmm1531oners should be

lawyers, archi~

: dividua]s-wﬁoibxing_particularﬂsk s to the commi551on~f

“Have fam;llarmty with various :aspe of ,planning eammlssion =8 wﬁrk._
-other schoal) fools ‘that,, these 1ndJVi6uals ‘are biased by the nature of thair
‘work, and the comiizsion should be filled 1nsteaa with: representat;ves sf S
different citizen interests who should be chésen to _represent. A oross sectlon' g
‘6f the population .or to represent’ dlffergat geagraphic areas. . In: this latter
sthool of thought;. the commissioners. would: eagh have a natuxal constitutency
£ whom they could sommunicate the acmml s;an r- work’ and from whcm they c@uld

get dxrect cmt;zen partlcpatiaﬁ in aommxssian declsian

'-When RSPO polleﬁ plannxng dlrectors:a roes the count' what qualexcatlmns

made -4 dood planning commissionsr; there: wers almos equal numbers adhering ©
15 n& shelhy CQunty{;

:5 There is a distlnvt diffexence 1n the phliascphy by whxch-th ¢ e _
' He Clty tenﬂsﬁ : appn_nt  omm;$51cner

_whlcn ax# Ln th@ hest lniaxﬁa_s'mf the entzre reg o raﬁher than le;
: s;m;iy prwmntznq a cxty cr county pcxnt af view.. E'-ﬂ. : :

'* xnt&rest 1n glannlng.' Have demonstrated some 1nterest 1n the
issues involved in p}annlng, partlrularly regional planning with
~ which the joint planning commissgion deals.




.time far commiamlon wcrk. _Wlll not be forcad
cammisslon work hecaus& o; przor obilgatlons"- =

_It is these kmndq nf qual;t;ee that thﬁ' mayors shonld consider Lﬂ theax
appointments, and it ig diso these qualltles ‘that the citizens shmulﬁ ﬂon51dar

when they are eValuatinq the Ccmmission appoxntments of. their chlef ‘executive. L

 0ff1¢ers.

SDme ad&mtional cmmments shﬁuld be maae on <t nfllcts of xn

‘and. the Planning CommlSELQH-

concern is gensral throuqhaut the country.
plannlng gommissions, thms wasg! clted as on
then it has become a- ma;or natlonal 1ssueg '




?1lelement which is lacking. -

;_;HQIn arviving at thisg. rehcmmendataénIWe identified three major-alternatives upen:
'_._tm Memphls ana Shelby County for orqanxz;ag.thelr plannmng fun&tian..-;

~1alonq wzth ﬂama appolntmant proa&dures, it alsa is necessary to haVE an, SR
ﬁfaative pxagxam af ccmmissloner edueatlmn It is'rare that the executlves"ff. j
o ;all areas of governmental aﬁtxv1~_“*
Criés. A number 0f the present COmmassLOners féel that rhis: 1¢ -an’ lmportant
Wheh' new to the Ccmmmssion, ‘they. are ‘introduced s
Ctothe staff,_and occasionally ‘the staff provxdes ‘them with: published materla]s R
 ”on plannmng lsaues._ ﬁowever,.thxs process is 1nadequata fcr enablxng Com-rf'- S
_.'mlssloners T exglare ‘isspes which are: of interest’ to th'm or qa;n iﬁformatlbn D
3fon subjects whzch'are before tha Camm15510n.d,n_:- - R _ R

A program,far commiss;oner educatlon 1nc1udes acdeds ‘to materaals and opporh" L
tunitiss fo ‘attend workahops and conferences partinent to the work of the
Planning Comm1551on- “fhe Planning Agéncy should make their 1ibrary available
o Cowm15510n members and asblst them in finding good: waterials with a minimom
of the commisgioners® time being consumed in.sedrching but: relevant literature. :
Likewise the budget of the Memphis and Shelby County Planning Comtiiss ionshould -
alse provide fands exther O Bet ‘up. workshaps -6n planiing: insues in the. com= B
munity or to allow commissioners. “to attend raq;onal or natxnna} conferences
which give a ehance fcr contant Wlth rommxssxonerq ur piannera from other _

. commum.tles,

o Makzng Jolnt Plann:ﬁg WQrk‘ Recemmendations

he centrai ferommendatJOn of this ranoxt ‘18 that Memphmb and %h@fhy ﬂounty

. must thke the stegq necessary: Lo, makﬁ j&int yiannlng work orelse’ reject fhe'} ___
JoJbint aqpnmy model and- establa%h hwa segaxahv plannlngjfunat‘ons, onﬂ fur the S
”"Cmty and on@ ﬁar thv Qaunty‘., S BT L O SR

”5TWe view: th@ CGncept mf gm;nt . ound and gggport it strengthxng._”

f;Two separate cammlsszons wath ?wn E: perate staffs.'fThls form of mrganlzatlon
s COMMOR: throughaut “the United State ,Both_the city. and the County would
.h'have its ‘own commxssian and_staff’@r the plann ng agency . woui& ba a Tine o
" agency, like. ; ; e '_' . This syster wculd'ciaxlfy the SSue
of: acamuﬁtab ty,: Each govarnment woul coatrolgxts own planning ‘unctznn
and it would be. rasponszhle~ ts_respect ve gcvarnment.f Th&i ask af coardxw
o :natlnq Bnd develcplng Joint policy wou atcompi;shed througn :
“;and uther informai means, S

1C1ty~00unty~cmnsmlidatzan. A'gombx ad cxty—caunty qmvernment wmulﬁ swlve L
- hoth: prohlems of accouatabxllty and. coor&lﬁatzon.; Hawaver, thls aptlan may“.. '
_;fStlll gt -8 years away With the: reeent decision to; changp ‘the cnunty qnvernment

into an exscutive~ 1eglslative form. of government, one’ can ewpect at least five o0
years L 25] pass hefore furthur xeargaﬁizatmcn will be. cmnsxdexeﬁ by the communmty L




_fofdireatar of the agency are symptoms .
-:gtho gmvernments Qpérate_ln plannxng_matters

;f.& 301nt plannxng'commisgaon wlth-a.slngla.stéff. Th;s xs-the arrang ment'
zithat now axxsts ln Memphls aﬁd Shelby Founty.” ﬂalf of the ten iannlng

'T{There is unlveraal suppert throuqheut Memphxs ana shelhy cQunty far thls
jolnt glanninq funﬂtlon betweén the itwd qovernments._ All af ‘£he Ln&xv;duals
“interviewed Baw the creation of the Mamphis and Shelby County . ?lannlnq .
{CQmMLsaion as A important progregsivw sﬁap-. He concur wlth fhxs judgment._
,Dur;ng ‘our’ 1nterviewa in the area the fﬁllowan rea&onb w&ra ngan fmr the
maintenance mf a Joxnt planning functxon* . : AR

¥ The ‘problems assocxated w1th growth and development do nat recogw’
nize po]xtlcal baundarles.; iﬁnﬁnuse &ec191ans made in the: Caunfy
do affect the City, and vice versa._ Sl T

*_Tho twWo governments ‘come. into coﬂfllat mnst aften in the areas of

- development policy.. Werklng 1ndﬁpendently the WO, governments

" find themselves develcplng confradictory Qraqrams ‘that reduce +the
effectiveness of either government and make 1t xmpassihle o dg- _ i
_Slgn even stronger programs throuqh jamnt effort.. Tha coordlnat-..-;.j;:frn.

"1nq Funet&on mf the joint Planning unmm1qslon iﬁ essentxai.-

* i tbe two gnvernments can devekop'a thong,-caordxnated funrtxonf'% i'_
for. land controls, At may ba pasaxble to unlfy*the_gcvernmental S
%tructureq at some future dates o T

'“,fThe problems nf’acéauhtabi11ty‘ d@sc'ibed'éarlier are'mnhaient in any jaznt'
5 e Ci ablema are’part’juzaxly crzticai

zj;mants have :gnad record: ef'campératlon, but he'paxnt af greatest 8 f&ﬁs 15
in the area of qrowt 'poncy and: land: contr | administration. The unwi -hmg
ness of the two. gQVanments-ta deleqate authormty to the Planning Ccmm1991on

and their maintenance of stronq cantrol over the appolntm&nt of the executive o
£ the ”petztive framgwork in whxch the :

S : the joxnt funﬁtion iy to be quccassful that the two govern~'
f;ments beqxn t__atmng the: ‘Agency as & j int adency’ instead of having it report
N  +] them as: if: it was r@sponszble o eash 1nd1v;ﬁually. Likewise; the" nom"'“_ S
?Jmissloﬂ mist hegln to sée itgelf as the ‘bridge between Clty and- County. govern-
ment on matters of growth and &evelopment policgy., It most develop a planninq
program which identifies areas of conflict and dzsagreement between the two
governments, and it must provide a forum for resolving these differences.




:.regiun rather than as spokesmeq for:o aefenders of particﬁiar © ;y or County j ﬁ
”poxnts Gf V1aw T - B : : i

: : _ 7 syst m by ﬁiéh :
S - % - _._'landncontrol admlnxstratimn anﬁ lnng~ranqe plannlnq can be: vested
_'-1n such ar joxnt agency . It electad offlclals feel. this is zmpractlcal and
are unwilllng o delegate the nece&sary authorlty, then they should: daasolve R
the. joint. Commission. - Regardless of their" choxce, it is. clear that the' present‘,
‘gystem should not continue in its amhlgucus stat@, ‘where it ‘neither effectzvely'-7
codrdinates development policy for the entire metropolltan area, HOY provmdas
. the 1evels of planning advice &nd serV1ces needed by the two governments An-
leldually : R G . :

The: recommendatlons outlxned b@law Suggest steps tcward strengthenlng and

clarifying the joint planning. function.. Some of them wxll reouire: amendang

‘the Private Acts under which the agency was' formed.g But’ flrst, ‘there. are: R
_several 1mmadaata steps1 whxch an be taken to makaﬂthe present 1mlnt Commis=
-,slvn Qperafe morm effectlwely,"- L : -

g 'In thexr pre5ent role of ravméwlﬁg"ahd'évalté ng,the Agency, ﬁhe twc exatu* -7
:f;tives and the two 1egislative ba&zeﬁ should operata 3a1nt1y - - e

hey: & : v ‘and Frogram Commlt ee”tagreplace
WO, Commxsszmners, the Chlef administratzve Difficar of theECLty,.
the aomgarabie pexsan fro Lounty’;and the Diracror of Plan-

: __his comiittedts primaxy resp"_SLbnllty. would be to: etermin :the nature,;.,_ o
i :lerectzOn,_an& a&ope WHEthe Memphis and Shelby Caunty Planning Ccmmxss;an & :
g work programi - It should be responsible for the’ development of a getieral. fmve '*w
‘ : T year work progxam and a Getailed annual work schedile. Oncs. the program has
baen adoptéed by the Commisgion, the sraff musk be held accountable for its
accompllahm@nt and should report on & monthly basis to the Commission. A




“] * The ?1annin1 Cmmmlsslbn should reate technical advlsnﬂf"“"“*
i;m@ttees for each major. stﬂdy {t undertakes such as the plan~a“i e

- ning district studies. These comnittees should be composed of .. G
'-,t&chnlcalLY*qualmeed individuals from: outsxde the Commissxcn -
'”ell CHE lnheresta&; qmmissxeners. o

_:-The Memg@;s ané she By Caunty‘Plann g'iommlssxon’shnulamestablxsh sle P IR SR
_Hefinitions and procedures for handling conflict-of-interest issues.. . COnfilctw“.fjﬂ5
. Bf-interest is a matter of: substantial goncern in the: community,’ ‘both in the :
f~:P1anﬁing CamMLsalan and in ‘the: ﬂlty councal an& Caunty Cnurt.. Ragardless of 3
CERe achuraux &F “the. charqea, ‘they are. qeriously undermlnzng the punlic B8 cenfx~ .

. dence ‘in the 1and-use aecxszan makmng prccaﬁa. _gjw,

a to revxse the zanlng ordlaance shauid be speclflcalty
‘sEEleatly definlngithe JTegal limits of respan~
ole fa* the ‘Board: of adjustment.,__”" : .

The Lﬂﬁﬁul;&ﬂt contraate
charged with the respongibility.
bLbllit} ana ﬁh# apprwyrxate;x

-u_fiThese rﬁeammendatlons Whltﬁ can‘bn 1mp'em ‘mmedx_te Yy should help 1ncredse
| the amount of time he commission can d rote o palxay 6evaicpmenti The Poliey .
Cand Prmqram Cammltteé and the tﬂﬂﬁnlaﬁ_ a Vlﬁ _ £ prdee means . S

by which the Qommi$510n@rs w111 be able to have a greater in ut into these T

u;-stuﬂleﬂ conéucted %y thﬁ ”ay s st e 51 oY and Program Commzttee ;
Cwilloalso provza akagi 'n”the-twnxe'ecutive branch&a and the o

5 _ Srect the fundamental problems dsscribed
. parlier. They donot resolve the issues of delegating. authority to the ?1an»?“ﬁ_ﬂ'

“ning Commission, niar do ‘thaey remove: ‘the dual hearing: racadures which waste S
'jﬁommLSSLan, C&unc;l, aﬂﬁ ?murf’txma and slow own

3“these rvnommendatisus ﬁm not,

:In order to correct thﬁs& @robl@ms ‘we rocommend ‘that Memphis nd Shelb

-;frrastructuxe lts clanning  function: according to. BTe af ‘two modéls cutlined” be— :
U Yow. . Both are developeéd “Fyom the Same pxem1sa45. oY 4 joint agency to work .

.;j;effectmvaly, it mwet have anthority to actually @peraﬁe;as'agspakesman Eorn
- both goverament Both*invalve a bas. _-testractur;nq;nf he present. ﬁommx%sxen,'”
Cand consequently Fiwil d plans af opexatxom ana

'q.a grogram for aman&xng the gresent 1@

:f-fﬁpt;onIOne* }Strengthenlnq the~Piaﬂn1ng ﬁammzsszen through? éerganizatlon and”'.f[fl
'flencreased ﬂelegatibn of authorlty. S s g S

TTh 'membershxg of the }oxnt lanning Cammxssxon wmulﬁ be recan..”
i _ --;thtute& 2ok that there wotld be jbint appclntméﬂts “from-the WG RNt
. S T .qx;:wxrnmnts. “Thus the (}an.sslcners wmxlﬁ see ‘their: v::onstitun L
w . enéy as both governments. . In addition, two of the Commisgioners

' “Ushould be selected by the iegislative wadies from their own mem-




 '5”;;Ccurty cwﬁrt {preferrably'the } S
B i At }th Plan ing Ccmmittee o :the Céun011 and '

'-',2;'fThe B2 nning Lomm;sslmn would he ngen full autharity ‘sver - the
' ~P1ann;ng Agency. jI wuuichhoose 1ts own chazxmah “and aelect a
,_'airecﬁur for the Agenﬁy.' The: Planning Dmrector would be dlrectly

responsible to the Commission, and the. Commission, in turn, .
would be responsmbie fd‘revalu g the qaantity and qualxty of
the Agancy s work for whxch he _s_responsible. _

3. ‘I‘he 1egis}.ative and exer:utwe branches wauld *namt:am rheir
review and evaluatzan functaons through the appﬁlﬁtment ‘proce-
dures and the budget hearxnus (which would.be condﬂcted 3oint1y)

4. The Plannxng Commlssxon would maxntain its responsxb;lxtles to
the lenglatlve ‘bodies on zoning and subdxv1sxcn administration,. o
and this role wou},& be strengt‘ﬂened. “the Plannlnq Commission '
would be delegated the prime: responszblxity for hol&ing publlc :
T : hearings and the - fFinding-of~fact on- applacatxans for' zoning amerid- o
g . - oments; special use permits, conditional use applications, PUD's, . .- e
. : etc. For some of these land controls, such as conditional use:
i ”'*thé Plannlng. cmmmssian would be given di cretionary.
/ o The COmmxsszon, with the

arguments when getm xﬁned byﬁthe applmcant'or other 3nte L
] ' a ' at e Flannm__g

i some of the burden of pub ] :hearings, the 1egzslatxve boﬁzes;would
" nevertheless retain ful _nthorlty and responsibility for making
the Final decisions. The Council and Court ‘members who. are serv~u,w :
ing ds Planning. Commissxoners wmuld serve as’ impcrtant lzaxscns 1n :

‘ S . this work.




,..j:Thxs optlon essentxaily' trapgthen
i Shelby County Planning QmmmzsslanV _
;*5pravzaes Memphis and Bhelby ' _bﬁhty £
. that can help the legislative and' execu 1ve
'.cahesxve goals fbr ﬁeVelcpmant. d”; S i

resen_:format of the.ﬂamph 8ia
: or advantage ‘is the chance it
evezog a body of community deaders
ranches of government-f'nd

_ffﬁThls optien pr0v1des the framewqr* n”which the'Flannxng Cam-'ffil;.
" misgioners can-involve themselves, pﬂlicy dévelopment: by workwyxf
A,Lng wltb their staff and the two executive branches.ﬁ* : o

* It &laxxflas the llnes of authorzﬁy so that the agency d;r&ctar__
and his staff have better guidance Ln thexr wcrk, and that work
can be better evaluatedg R . : .

* It relieves the Clty Councml ang the CQunty Cnurt of part of the
time consuming effort of zoning: and - gubdivision hearings 80 that
they will have more time for other mattars. includinq pailcy
fdevezopment. - . B i 5

* 1t reduces the overlap betwaen tha Commxssxon hearings anﬁ the
legisiative hearings én zoning and: subdxvms;on 8o that the agpll-
cation pxoeass lb 1eqs cﬂqtly.tc the communxty and te the prlvate
inWSth. LR et : e .

- IE: the Cﬂmmlssaon bevomas a. strong leadersh;p body with clcse ties to the S
. executives and legislators, . it eould accomplish a great deal towards coordinat-
Aang pollay between the two qcvernment_"” TE g takes & stronq 1ndependent pogi~
tion, on the. ather hand, it ‘could increasé factxonallsm ‘within the commupity. .

. In the latter case, Dne would: expect the legislative b@die& to reassert their
authority and ance aqaln ga to f'll hearinqs cn each zoning'and subdavislc_ o
'* 7app11$at1an*h -- . fe S : :

. from the County imist serve on the Policy: and_?ragram Committee in
U order to-assure strony llnkag;_rbetween ‘executive ﬂeci&xons and':];i;,g
;thé actual work program af_the'?lannang Cammissxon s staff

‘ LA practmal dz.ffmulty thh thls aptmn is that mcreased authc:rity also e
: ¢ludes increased work. It may be necesgary to rely less on ‘volunteer time and
provide instead a system of compensation for the Commissioners so that they




”:Agency and would be 1nqtruma
3and wark proqram mf th@ Agpnt

'The ?1anninq Cammlssian ot

to the Agency itself; emmpmsed'uf‘promlnent citizens who would [

focus their attentiofl on long-range plannmng and poilcy devel-
opment. They would gaﬂt.mipate ‘with the Executlve_Ccmmlttee.“

- in setting the f1 e—year%gaa1s fcr the Planning Agency and SR

' designing the spécific’
_also e anclved Adn polmcy dev&iopment by ac :

B gsand the vase ‘back to- the Hearing Examineér for further hearings
Coanda recmnsldexation of the’ reaommeadaﬁxmns, The' legxslatlve :
-bod;es, howaver, would still maintain full and final- authorlty

dvigors: ko

jcr studles producedyby the kqeﬂcy, revxewing the Capltal Imﬂ-_-
' SRS adv sang staff on ha develogmant Qf new

If th&y fecl ﬁhpre _1ﬁ§u  feient. evidenee, they w uid

over zoning and subdivision adm;nzstratlon.

_hey would Eea




'self.w:

The strength Of this sevond optxon is 1ts clarlficatlon of the executmve ‘and
the zoning- Administration functions now being performed by ‘the: Hemphls ﬁnd
Shelby County ?1ann1ng Commissiony : :

* This option reduces the time: and work requlrements of the Planm'
- ning Commission by creating E e ‘office of the Zoning: ‘Hearing
-3Exam1ner and focuﬁlng the Ccmmlsalnn 5 wnrk_on_palxay development.-
-Wlt also temoves the ptoblem ot confllct“ofw'”tarest for thas body,_ o

rovldes t 3 Couﬂbll

_ : z?or quEher als;nsszan of tha pcsxtmve palnts about Zonlng Hearing e
Examxners see Richard B. Tustian, “Zoning Hearing Bxaminer Procesg: In Use In
Hontyomery County, Marylamd for Four Years,” Planners Notebook, American: '
Institute of Planners, 1:5 (August; 1971.




' ,themse1ves.'

'jmore powarful than 1ntan&ed - In snch a: ease, the leglslatmve bod1es would
‘orfige AgEin’ need o raassert themx authorlty by hearing aach 1nd1vzduai case.

_The madel preseﬁted here outl;nes the basic format for a zcnlng Hearan
Examinetr system. Several variations’ wn the exact nature of the Bxaminer's
role axist in the communities that have adapteﬁ this system.- These varia—
tions are detailed in Appendix B tm thls r&port.v

The models presented in Option Oné-aﬂdmaptlon Twa outline means by which
Memphis and Shelby County can restructurg the joint planning function in
order to make it more effective. They are cffered as frameworks for the
community's debate and decision, but. the ‘artual details of how either sys-—
tem would be implemerted still must be worked out. At this point the two
governments must decide which direction they prefer to go in order to remove
the confusion among the roles of the Planning Commission, its staff, the two
iegislative bodies, and the Zoning Board of Adjustment. It is dmportant that
 both governments move decisively on this decision, since the present system
not only wastes the time and resources of these various bodies, but also de-
prives the community of an effective planning process.




o the subdivision regulatlonf"

AGENCY ORGANIZATION, ADMINISTRATION, AND OPERATIONS

;jxn Chapt@r II we & 'ressed the "ccntext"'ar "envxronment” in which the Qlan~ i
- ning process’ funatxang in Memphls “and- Shelby Ccunty, e lacatlbn af plannlng
" within the two. dovernments, the lxnes'of Euthority. and'th”' ivisions of re- :
-'sponslbillty ‘For ‘exscubing various. Qlannzng-functians,. We *oncluded_that the;,,ﬂf

: fundam&ntal p&anning issue fac;ng Memphis _ of mak1nq}';~'_
the joint planning process ‘effpctive aga cﬂardinated sys'em,for 1dent1fy1ng S
and resolving development policies ‘in the metropolitan ave: Inour opinion,
reforming the overall system in which the: plannlng ‘proc 55 operates is the ERRR
single most important key to guccesaful piann1ﬁg i Memphis and Shelby County. jf ?;-fu

Beyond reforming this system,however,ather signlflcant 1mprcvementa can be achievad
through strengthening the internal organlzat1on ‘and ‘operations’ oF the Agency A
itsslf,  This chapter focuses On. the: lnternal organlzatlon and management ot
the Agency. It is by no means, hawever, camprehen51ve o the subject of agency
management; its primary emphasls ig on problem aress nee&ing lmprovement.. e _
also includes an examination of the Agenﬁy 5. wcrk proqxam, p#rsonnel, and sal—':”"i
arxes and expendltures. S Ry _ i . T R din

_.The structurw of a piannlng agenby is a reflecttcn To] theffunctzons of the :
splanning process. The. coras fnnatxoﬂ@ af a planning ag&n¢y”;ncluée the researrn f*”
Cand. dQVElopment of p@llc:&s ‘and plansﬁ- ' ] :

~~and the- 1mpiemanta*1on mf thosezplan“

”f';cazly, tha task of plannln

faffectlnq cammun;ty grawthL

"fme provide technlcal 1nformatxon anﬁ dervices to ﬂthﬁr e
'chvernmental aqenczeq anﬂ'prxvate groups;,_gaw_”_;.r i

' ?.”_To increase the Publlh understanﬁxng and acceptance wf
: -'9lannxng._ : R




o _day~t0~day operations anﬁ as
Cagenty.

'.yreasonably among the staff-."

7f;t1es anﬁ abgectives must

“adequate’‘to condurt Ltq w@xk proqram;"
qualeied prafesslondls,_.- ety

: Grgan;zat1qn and Aﬁmxnlstratzon B

The m@s& erncial management functlans in any agency are_the executlve func~'~”f*”
tl@ﬁs “af overall administration. Reqarﬂiess of an agensy s organxzational
. structure, the caliber of its tﬂp leadership: ‘and staff ul"imately ‘determine .
(within the constraints of the ‘system) the: effectivensss an&’graductxvaty oF.
© the agency., But,organxzatxonal strnctuxe is 1mp¢rtant for_ eating a frafes
“work which - will permit an agency’ to . functaan more. eff'ctmveﬂY:_&stab1¢sh1nq
clear lines of authorlty and reqpons;bilxty,' nd dzstrlbuting the workload

".;fdepartmegts anﬁ%agenc“ps, sem;—puhlx

irect interest 'n_the ttmvxtzas of the Pl

"by the 3oznt appointmenﬁ an& appreval pracé&uxe whx ﬁ requlres flvé'qeparat : 
apprnvals for the mzrectar'g appc:ntment. o R S S :




_tif-and consequently the entir :
S The Aqanuy 5 work: pxagram $_dlxectly_‘nflu9nced (a&mxttedl*

-T.Councxl of Gavernmants) Thaﬁnirectbr mis

ﬁTh&s b””uatlan Qf@&t&&-sevezai managment prﬁb ; . jec S-tﬁéfﬁiféﬁtdtg f  fV?"T
istatf, to*many ccmpetxﬂg demanﬁa dn thalr tlme.”*p”

: qreas) by five’ dzftarent offlce« of. government,. It isg; d;ffleult for 4 @’Dlw-i._
.reéctor and the. Agency” to responu equ;hably and. eff1c;ently to all oE these s
U parties. When asszqnmenta conflict,: clther Anotermy of their: pallcy ‘or ‘their
Pch&du;lnq, ryadeoffs’ b A ba re&u)ve& by the Olrectnr._ Tha Director’ Hust:

walk & thhtxﬁpc, Juggling the various: ccmpeting aemands on the Agnncy & time.
In some cases, the staff has been unable to respona adequately to the outside
demands made . on it. For example, paxt.of the: xmpetus behind the creation of
the Clev's Pclkcy Planning and Analyziz Bureau qreW‘out of the lack of staff

. time the Agency felt it could devote to ccnﬁuctxng ‘the policy plannlng and
community development studies ﬁesmreﬂ by the P;ty. .

In his role as extarnal manager, the DerCtGr musa serVe as the Agency & chief
spokesman and representative; itw key yubllc relatxone agent.- It is primarily
‘the Director who must provide the. publmc v1315111ty wﬁlch ‘the planning function
Cin local govermnments needs to maxntaﬁn 1ta @redlblllty CHelmast gpend hundreds
of hours on the phone and in meetings malntalnlng ‘8 ‘host. nf’reiat;onships with
many diverse public and privabte orgazizatlnns ang groups.r Maintainlng this
host of relatxcnshxps is complicated by the- joint agency axrangement, increag-
ing the number of parties involved. The Dxrectcr represents the Agency before
the Plamning Comnission, the City Qounail, and the. County Cvnrt*- He is respon-
sible for ecoordinating the policdiss and pragrama of ‘the Agency with the various
staff and line departments of Clty and County QOVernment .é gs, the pollae and
fire -departments, the public works. departmﬁnts, ‘the' Memphls Light, Gas, and . S
CWater bivision, thé Memphis Pﬂlicy Plannlnq and’ Analysls Bureau, &n& ‘the' thy 8
‘newly: form@d Department “of - Community msveiopment) . He must: aiso caordxnate the
LAgency's policias and aatlvitles with the VAYIous. Andepen@ent auther;tzea and
3,agencles whose functions are an int@gral part of community. planiing {e:g., the
- boards of &duuatxon, the hbusxng authwrxtle_.gané the Memph15—Arkansas~Tennessee
‘serve as chief grantsman for the =
‘5 anﬁﬂal buﬂget, but alsa seuurlng avall- ::;],““”

ey,

: Agency, not cnly defenﬂlng the Aq‘

Vfﬁeveral of thesésexternar funct10n ﬁeed stre_qthenlng Whlle the

'”’3c;ty anﬁ countv government, relat;onshlps With seVeral autonomnus arganmzatlansfﬂ:

“inged 1mprovxng G key areas in whiah;r&latlonshlps néed 1mpr@v1nq are with .7
~the school b@arﬁs and the hmusxng authorities. ~Working relationships between S :

"“Uthe Commission and the staff also need further strenqthenlng, eqpeczalzy G the :f-:-*'
“areas of long range plannzng and pslacy formulatlon. Ll .




’ﬂ::?arti@n of the alraﬁ£ *"~“
L parious’ pablic ‘and

'  - to see_ﬁhat these 1mportant fuﬁctlons are carried ou

-J;Qaiong funﬁtzonal lxnps ;nta four d' _ )
“G;Transpoxtatlmn, ‘and Lnng Range*Plannlnga an a'ane*man seﬁtlﬂn wzth-_;visianal_

'*rgstatus in'the ‘organization's _hierarchy as sh

-;jf,and ‘budget. He RSt deflne ‘and: cﬁmmunleate Agency gcals, farmulate and inter=
opret Bgency . p@lxcies o’ staff,_assmgn program respons;bzlltles, caaxﬁznate “EHE

= Qravate'organlzat”éﬁé and.cummunlﬁy groups, ‘a mére aggres~-f ?;
sive public’ information and educatmgn prﬁqram ;s neeﬁed to“bolster the 1mage 1" i
-“and Vlslhlllty of the agency,u o R

There 18 alsm room: tar 1m?rcv1nq ‘the coardznatlon uf Aqenﬁy programs and pro»-
:3acts with other’ planniﬂq agencies in the Memphis metrnpalltan Hrea Relat10n~
ships with the Misgissippi, Arkansas, Tennessee: Council ©f Governmerits: (MATCOG)
is one important exampis. MATCOG is & xeqlonal coungil’ of gavgrnments with
jurisdiction over a gix county area which includes Memphis and’Shelby. County.
Crepated in response to federal programs requiring reglonai coordlnation, they
are involved in a wide variety of programs from criminal justice: plahning to
land use planning. While MATCOG and the Flanning Cominission cocperate closely
on an integrated -work program .in’ transpaxtatlon planning, othar opportunlt;es
exist for sxpanding the jolnt wmrklng relatlmnshlps betwéan these two agencles
(discussed further in the Sect&ﬁn on Work Programs and Actlvmtaes}

-Pﬁﬂﬁral and state grantsmanshxp is arother external manaqement funcblon Whlch
needs strengthening. . A number of opportunltles exlgt for: ‘taxing advantage of
federal aid programs - “for planning programs: whlch wmuld 1ncrease the aqency B
" financial resources withont' increasing. its buﬂqet requests to ‘dity and gounty
'government {dxscussed further in the sectlon on Salarles &nd Expendlturas){

;Mazntalnlng strong relatxanshlps and coorélnatlng work programs xs one ‘of the:'

Ckeys to the success of a jOLnt planning agancy In each of: these areas,. smme:;"
of ‘the routine 1;alscn work involved can be. delegated to aypropxmate wenior . S
staff. ¥Yét it 1§ the Director who must establish the §rc¢eduve$’dnd guzdelmnesj_f:f

:Inﬁernal Managament"”:'
ta a secand fall~t;me 30

1‘Status~athe Capital Budget fo_cer. ‘Bach of these unzts actually'ocaﬁpy equal
in Figure 1, and the four Pri
port tﬂ the Darectar“-”-

:1pa1 Fl&nners and tha Gapital Eudget Qfficer

_ﬁoks chief execut;ve of the Aqency, the-narectar 1s'u1t;mately accuuntable for _
SlikE yerfcrmanme,“ He muﬁt superv;se the develogment GEthe ﬂgency 5 wmrk pxagram

“efforts of senior. staff, examine the results of thelt work, and 9va1uate thear fi'afz:
-progres&u__ : o B R SR CET L
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'QiMh _n,rector xs ass;steﬂ Wlt
#:fmln;stratlve Assistant who serve
ajofflaer forithe agency.- Aa off we manager, he' supervlses the Graphxc Arts

:,allocates clerxcal staff and hanﬁles the adm;nlsﬁratzve detalls related to

'”f* 1v different funttlons Of malntalnlng.extérnal relati6n$hi
: avarall Agency ‘policies anﬁ:prmgrams wit

routine office management functzons by the'$d~
e eral offlca manaqer ‘Hnd: buaget

Sertion and’ handles day-tn-day persmnnel pr@blems thraughout the agency.

the hiring of all new: staff, both clerléal el prcfesslonal.. He spends’ roughwf-:}f_
© 1y half of his ‘time on bu&gen mat'erg,_ fincluda developing the: annual S
'_budqet and: man1torxng anﬂ approv g all ﬁqency ,xpendltures.. :

-Supervislng the day*to-day operatlons of a;dﬁmpexsan staff is a cumplex and
time donsuming task. To conduct. &ffecti'ely, many routine administrative
jobs. mist be delagated. ‘Yet the Ag_ﬁcy rrent organlzatlonal structure
makes delégation of many aﬁm;nlstratlve_dat;es d;fflcult. ‘Lines of authority
below the Director’s level are unclear Becausa he s the sole superv1sor
for the four division heads and- '

e-CapitaiﬂBuaqet Officer, it is up to the
“Director to coordinaté thelr acthltles and review ‘their work products, forg-
ing him to become lntrlcately anolved 1n daym cwday operations of -the Agency.

Ope partlﬁular activity in’ whlch the 3 _ector frequently gets 1nva;ved is the
preapplication- conference’ with zonlng an _ lelsion apﬁlicaﬁts.. A substan-
tial proportion of the Director's tlma As pent &1scu531nq apgl;catlons and
proposals with developers and 1and owners -Ideally, such,communmcatlons :
should be delegated to senior. staff in €heé Current Plannin 'vaasaon,- The
Director‘s participation in: preappllcatasn conferences ‘shofild be' llmited to
' only special cases which, due to their smze Lor aontroversxal nature' reqamre
”:has attentxen as the Agency s chief pollcy spokesman.' :

S Pr posaévReorganizatxaﬁ. ' _
ﬁ:pasxtlcn a&:now ﬁafined are tﬁo man

cand: coor&znatlng
BB & host of pthe public and: pravate:
organizations in the ‘community,. ‘along with the: respansxbxlit”es'ofgéayntﬁhﬁay'-_
“:admlﬁ gtration: and supervxsxmn of: five so axate departmental funct;aﬁs spxeaﬁs-:__.
_the time ‘and energ;es of the Dzrectﬁx far too thinly for him to be: effectiver o
intall’ GE” these areds at’ onos ﬁ&dltlonalimtaff in- executave management po514 'f_f,'f-f
tions are: needed.- Therafore, we auggest_recrganlzlng thé ‘agency as foliows. =




| arate areas Of responsibility:

©UPirst, we recommend dividing éjfunéﬁiéﬁsfbftaggﬁdyjmanagéméﬁi-iﬁtc'£w¢;éé§;jﬁ-='

To}do'thisf:ve*recémmehd'&reatingﬁﬁéﬁupésitians.fox;twoﬁﬁépﬁtyiDiréctdrs--ax}

- Deputy Directér,fernCurrentnvlanniﬁg.aﬁd~ﬁeputy:Diredtér;fﬁr.Lang-kanga.?lan# '
‘ping. : e T L

Second, we recommend reorganizing'thE'agency's;fiVG'separ&tanugits,dr'depart*

ments into two divisiong--a Current Planning. Division and 4 Long Range Plan-
ning Division--with seven sectiens (three in Cutrrent Plamning and four in Long
Range Planning) as illustrated in Figure 2. o

this reorganization scheme is designed to achieve two major aims. First, it
will create a new level of management responsible for administering the inter—
nal operations of the agency. incxeasing the number of persopnel in executive
positions with authority to make Agency-wide decisions. Respongibility for

the internal management of the Agency should be delegated by the Director to
the two Deputy Directors. This would include such duties as assisting the Di-
rector in developing overall Bgency policy, designing the Agency's work pro-
gram and budget (under the supervision of the Director), coordinating the work
program elements of each of the Agency's departments, and supervising amd re-
viewing daily staff work products... The Deputy Directors should also be respon-
sible for most hiring decisions, and make recommendations on promotions and
salaries, FPurthermore, some of the routiné functions of maintaining Agency re-
lationships should also be delegated to the peputy Directors, at the discretion
of the Dirsctor. :

The second major alm of this reorganization plan is to elevate the Agency's
long range planning function by estaklishing it as oné-aﬁ]tﬁa two major come
ponents of the Agency's organkzational structure. This approach will not only
strengthen the position of the long range planning function within the Agency,
put it offers more capability to coordinate the many programs and activities
going on within the Agency which are integral parts of the long range planning
process, such as transportation planning and capital budgeting. This system
should alsc enhance the Agency’s ability to eoordinate its long range planning
activities with those of other ‘orgafizations and -agencies in the community.
Focusing the role of Director on managing the external affairs of the Agency
will strengthen the role of this position in the community, making it even more =
important. ‘It will free the Director to devote more time to:the crucial tasks
of maintaining;interagency*tel&tiéhshigéfwith"thehvariouégbrahth&s of city and
caunty'qdvernméﬁ&; Strangtheninqfthefagégcyﬁa working irelationships with thé
Planning Commission (especially in the areas of development:policy and long
rangé planhing), establishing imprbvﬁd-raﬁpaft.with”fhéfmany independent &gen-.
.cies and organizations in the community, improving the Agency‘'s overall public
image, and pursuing alternative funding sourdes. For the Agency to realize its
full potential under this system; the Director must be one who has the ability
‘to deal effectively with the many competing and conflicting public and private
interest groups involved in the planning process. He must possess the leader-

exbérnai'ﬁanaq&meht_&adrinternal%managg@ent._,5 "“"'
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'"shlp Skll 5 necesqary'tﬂ
e mes ronflmcting goa)s, leadang in the continual negoti: ; G
{;m latlng Jnxﬁt aqency dev&lﬁpmeﬂt pollﬁles fo; the metrmyaimtan area.. y*:ruﬁ

convene, and aoor&mnate_partles'w th d"arse and:@ama~;--

i ¥ wmx& of eautian shauld be lnterjected t?thls"pnint. Havingﬁtwo eruty Di~:7f"“f
rpctorq 1is by no means a: foolproaf syqtam¢__f Cean only operate: effectlvely
£ the tws” Deputy Directnrs feal fres to 301nt1y fnrmulate palimy for: ‘thié en«"-
rire Agency across rheir! divzalan&l 11new‘ﬂ IF the golnt pel&ay makiﬁq funcw
Crion of these two peputies breaks dowrn, this system! will not.wark‘ CBach di--
vision will drift off on its own @eparate caurqe, and - the 15Lk of; cotrdination -
and divisiveness which could follow could becowme & destructmvn thrce wathzn thw
Agancy. Strong leadership from the top is essentidl gince’ aanflxct& between
the two Deputies . can anly be resolved at the Director's: laVﬁl. “The: personal
relationships hgtween the three individuals holding theﬁe three twp positions
wiast, of courise, be cooperative, intimate, and coraxal A1f “the systam g tn
functien properly. Each must have a clear: understandlng of their r&spectxve
roles, fespﬂns?bllitlﬁs. authority, aﬁa ﬁegree of 1ndependence.:_

The rest of the staff must also under@tand the dzstxnctlon in the respective
¥oles of the top three positions. For effeetlve work sugarvxsion and gstaff
‘morale, the Deputy Directors must have ¢lear-cut authorxty LV bhe technmcal

" .program, The Director should resist tHe temptation to deal wnth technical and

;pﬁ;h.”j".admlnzstrdh,ve details, making. it cleaf to the staff that bhes ;reaponslblllw.”

om0 ties have been. officially delegated to the Deputy ‘Divecters.  Wnilei the Dixveec= =~ . .
. Tster is still ultimately actountable, he must delégate to __hm 'Deputles maxmwu AN
'-autonomy and create a working 51tuatlon whlch ;s well aef;ned.=- SRR

Grganazatlonal structure% should not he vmewed- ] 1
 {1llustratea the' r@rmmman&ed I&%ﬁrustnrxng of: the Agency ﬁ"“' _
"lnto %even 5L€txons w1thxn the proposed Cuxrant &nd Long ang” Plannan Da

”{a furnh@x dn% usqzen nf stafflng?ag 1qnments appears 1ater 1n thl

3

.f,presents ‘Al xlgad mo&el fmr aamﬁcy

CtaKenoass abgolutaly lxtexal.z It is 0ﬂ1¥- @ ',' oL

. "'ds the personnel, priorities. ‘and @bjeutavas of the genCY-Changﬁ?- b

ostatfing: assxgnm@nts for the seve ¢ ectic _wnrke&_out hy ‘the

- Agency itself. The Deputy ﬁxrectmxs’and_geaklon=ﬁeaﬁ3q uld ' ibEtan

1 tial leeway in assigning staff according to _avaxiabzilhyrﬂf app GP.laﬁelY

CigKilled personnci ‘the 1mmed&at@ demands. of the work pro

- Furthermore, some aseignments’ from time  to rime :

:The Beputy nzlertors should have;thb aut ority§tb33olntlﬁ
= e ¢ _~b@unda -es,_combm

"~[Current Pl&nnanq DIVKSLUH+
Cning Divisionids the adnin
Cooandehe bﬁblelSlOﬂ regalat;ﬁns"ﬁa'

':tava procedures far pr0L9531nq appilcatlcnq (hoidlng preappllcatlen GOnferen~




.5¥1ng functlons 1nc1uée pr0ce351ﬁg Petltlﬁnﬁ for zoning chanqeq malnta@nlng the
Sty and ﬁcunty zmn;nq ‘ma

Cies and ‘making: recamman&atlcns on ordinance changes._ The subdivision sectxon

.fjﬂCurrent Planning Division. <F
-:ordxn&nﬁe'ahauld reduce the’necesslty for this

U josds fluctuate; Keeping to a minimum.

TPlanning sinee Ate rachnioal s kstance funections rélate’ wlosely torthe our-

: ¢95, po¢tmng netmficatlang, coordlnatmng intra* and 1ntar*agen¢y xev1:ws,1:”
~and conducting ‘the suhqtant1VP reviaw of the actual proposais ‘themselves.

: &, Ang: preeantan zoning applxcat;ons and:ataff reaom-- S
.gﬂmendatians to Ehe. Plannxn ;Ccmmlsslan, the City: Council, ‘and the Quarterly Court,._'
Incadditiony thxs mectxon 15’ responﬁxble fmr gonductinq parloﬁic Fezoning stud« :

‘must review plats to. assure their campllance with the zoning ordinance and the o
gubdivision regulations. Proposals for group apartm&nts, htr@&t ﬂame changes,.”
and street closures must also be revthﬂé R S o

e recominend restructurlng the Current Plansiing Division as illistrated in Figure
7 to include three sections: (1) & tand Use Controls Section, (2} a Current
Planning -Studies Section, and (3) the Plannlng Services Section.

jThlS restructurxng makes relatively few éhanges ‘in the existing organizatiof.

_ The major change is the geparation of the functions of zcnang and subdivision
administration From those of conducting current. plann;ng studies (e.g., rezon-
ing. stodies, and ordinance revisions) by. dreating two separate gections to per-

form these activities. The existing zonzng and SﬂbleLSlOﬂ section {rename&
the Land Use Ccntruls Seetion} wouid ramaxn unchangeﬁ {txcept for any necessary

rreas&lgnment of staff).

- ‘The Current Piannlng Studies Section. would apeclalxza in proﬂuclnq rezonlng
cgrudies and ordinance revisions. The Ageﬁcy has been: caﬁﬁuatlng guch studies
Cat the rate of one. per month or more over the Jast few yeaxs._ “Tnthe past,
CWhen t?e oase load of . zonang ard subdivxszmﬁ appliaatlons was’ h&avy, staff from
Cother party ‘of the: Aqency {ngually the long Ranqa P]annxng DlVlSl@ﬁ} were: tamw'-
-p@rarl y rmabélgned to aurreﬂt plannlﬁq'studleg., Thers hes: TLesn  gome tandency
g ' a_resauree pcol of prof6551ana1
e Lo b?;t&pp@& to d@al Wlth ahart taxm_ r1ses.. Naturaliy, this. gractlme
‘.haa lnterfexed wxfh the progr@s& of theflj'g*_ nge: wmrkup agram;';[) 2o :
'nderway.~-__ 8- 26t ] &
0O create theﬁca b1 1ty wzthln the_:_ﬁ

 f'ongoan  ; ;

" 'possible to. a&equately 5taf Jthls sactz ; EE
Furthermore, the plannad Tevisi the e
o pe of work, althc igh the_ om—.,f_“
'~p1et1cn of that effort is’ aeills ‘gomeé time off.  staff in ‘the three'éec ions cf
the Carrent Flaﬁﬁxng Dzv1sl$n can,;gf 'ou:sa,f _J'hlfted armmnﬁ ‘ag” ‘the work
thi'_dxv;blon 5 relmance on the Lcng

ffRangp ?1unn1ng etaff ro meet short~term n'eds. G

..:}We alss rvcommen& iwcdtang tha preaant;Plann1nqj$arv1ces ﬁlVlSlﬁn irenamed
FlBgetinin) :ntaut i ibs prdsent form yrder (Ehe eputy: nirectoy for Currént

Crent planning activities of Memphis’ and Sheslby County. The oy funrtlon af




'”7}s;nn meetings ‘and prcvxdxng assistanc

 3j*=by Ceunty Road: Plan,q.':' g 2 nts
' Planning Division cparatea on the basxs of a unif;eﬁ wtr-.prag am with MATCOG,.

:f'hmgure ‘2. to include: four sections: (1) the Capital Budget Officer, (2] the

S -V merely groups ‘thege related. funmtxon
olactivitieés under a single Deputy Dxrect. :
':jrearganxzataon ‘scheme ‘involvas the ‘Breseh Long Ranqe Plann;ng Division: ltself»~”f

: _has &epartment :s the prav1s“on o 'cansultxng serV1ce on_requast “Ea th:fflve;'

. incorporated towns in Shelby County. This dncludes: attendiﬁg Planning__ommlswu_.

: fxev1ew1ng ‘zoning amendments and sub~””

S division plats” ‘For these comnunities.  This division is also charqad with es~ S

: tabllshlng and ma;ntamnlng ﬁeagraphma Base and DIME files,: an& Ay rasponsible S

For cburdxnatxng the contracts betwean the Plannlng Commlssian and 1ts varzoush:~ G
consultantg: . _ e R _ s R T BT

: Ldng Range Planning Division. The prlmary function of the - present Long Ranga ST
Planning Division is the pertudxc review and révision of the’ eomprehansxve

plan for: Memphis and Ehelby C@unty requmrad by law to bs done. every five years.

The plan must include land use, tranﬁﬁ@rtatxon, public facilities, communmty

renewal, and financial eleéments.  Much of the basic data collectien and regearch .
legwork is done within this dlvxsxen itself, especially for the land use. elemernt.
Other elements rely on the products of Other departments (e g. 5 tranaportation

and capital budgeting).

The Capital Improvements Program is & onemman operatxon xan by the Capital Bud-

get Officer who annually recommends a fiVe~year cap:tal lmpravement ‘program. and

a -one-year capital budget. Budget requusts For-City and Canty xmprovement‘proa

qgrams must be reviewed and analyzed, and: prcjecta must be coordinated: among each

“wother. The major product of this process~»the fxveuyear capmtal Aimprovement pro-
qram deslqnatzng cnmmunzty facilities. and lmprovaments—-ls an 1ntrega1 elament cf__f

ztthe comprehenslve 9lan rev1sxon._ __;,~" SE A S _ R

'f-The magor respwnszhllxty of tha present Transpcrtation Plannlng ﬁiV1szan 1q the ;
ﬁ.contlnuation of the’ Memghis ‘Urban Brea’ Txanﬁpo:ta ion Study . AMUATSEY ‘supported by

'”Federal nghway Administratlon fun&s and:; the. max emance cf the: Memphls and: SEel-v;l
' 1 eS| bhe;rransgortatxon :

: ﬁhraugh'which the federai funds must p'ss., The actxvmtmes Qf thxs'ﬁivxsxnn are

‘:?we recammend restructurlng tha Lang Range'Q_annlng DlVlSlOH as zllustrated 1n-

ﬂ?ranspaxtatlon Seetxgn, f%} a Research Sectlmn'fand i#) a ?0llny Plann;ng SEEtlﬁn.i 

; uTh1s reoxganlzatiﬂn sugqest5 no. ﬁperatlonai changes in eithaf the Capltal Im—;ii3ff*
. provement ‘Program of ‘the Transportation Planning Division {renammd Section},:
‘along with other long range: plannxng
'The only ma}or change under thls '

_Hexe, we suggest élVidLng the ﬁxlstlnq 81V131Gn 1nto two more specxallzed B :'
tlons - one ‘for regearch and one for policy plannlng. : o




ffg ra1atea actl?lties within oneg: sxng;v’hranch 'f_the Agency:
f~the Zontrol OVer data gathering ﬂnd_researmh the Agency shoul& be able to:

" 'mation services to ‘the many - other agencies and private organizations: whieh:
__g}need them." Centralizxng the reseaxﬁh'functlmns of the agency. may. also’ per= .
SRS | L greater opportunitles tO set up 1nteragency arranqgmants thh other organm'

"'5  Taf land use plannlng»

: & Adency

by provxﬁinq a stronqer data hase @f far _al_ nformatlan aﬁﬁ analysis agres .
Huired by various yrajects throuqhout the. Agency, such as the' Planning Dis--
Ctrict and rezoning studies. It would be respon91ble for- gatherlng dataand -
researching trends in such areas as papulatlon, 1ncomes, houslng, wnd ‘cther
‘gocio-economic indicators. - Datd on the: envirnnmpntal 1mpacts ‘of development
patterns and trends would also be useful i pata ‘collection and analysis proce-.
dures should be established as a highly alitbmated and. Lontinuous'pfoﬁess in
order to speed up the Agency's ability to measure tréﬁds and groﬂuc& plans,
such as the Planning Digtrict Studies. :

In addition, this section would eonstitute an information clearing'house for
sther government agencies and private investors in the community.  Up to date
information and trend analysis is needed in such areas as population. and hous-
_ing, plant investment, consumer income and spending;” retail sales, - lan& values,
building costs, office and apartment vacancy .rates, and’ employment._ Serviceing
the information needs of organizations and individuals ocutside the Agency iz an
. important. fanction. Hany wutside observers of the Agency were ¢riticdl of the
Claek of useful data on comminity growth and development: trends: pru&uced by the
. Agency: While the Agericy now. publishes’ ‘several such periodicals feig., ‘esidén=
tial Building Permit Activity, 'a yuarterly survey), many of- those 1ntervzewea
Ceonsidered the publzcatxons of the Bureay of Busxness and Econcmlc Resedrch at
Memphis State Uanerﬁity moye useful £or their puxposes.- Wxthout duplivatlng
_the effmrta of othera, the- ?lannlng Comm;ssxon 4§ ther loglcal Qrganlzatlmn £ 2 3
L assume a: prmmary role -in producanq and &1strmbut;ng such information.  We feel
,-fﬁthat ‘the.’ long term banefits of such an ongoxng actlv;ty woula far Outwelgh the
:'vmatg;nal caats tc rhe Aqency. e g Ry Py i

processingy and
B Ey centrallzznq

'~.The Research Sectlon wauld cccrdxnate“all ﬁata caliectxon,

'Qmeet ita_cwn ‘Adata needs ‘moye: effect‘ ely, ag well g prov1de 1mproved 1nfo:«*

, 1zati0ns conducting similar functions, such as MATCOG, where there ‘are consid-
- erable: oppcrtunxties ta arrang”'}olnt data cglléatien groceﬁur&s 1n the area

A ‘the flnal compoREnt ‘of ‘the Leng Range-?iannxng Dlvxsion, e Cachnmend cxe~’”'

' Cavimg a. Policy. Planning Secticon by merging the technical funetions of the ~'f':'”

31F1ty B Polisy Flannlﬁg and: ana1y31s Bureaa'fPPkB) with the exxstan Lang
Rang@ Piannlnq Staff . R i .




*fjt1Ve branchas aﬁ bmth Clty and Cuunty government., Wbrkinq closely with

U the: ‘proposed Pulacy and. Pragram Committee of the Flanninq chmlssxén, e
e would: also be: reﬁpanszble for: coord;ﬁatan the activities of other sectxmns
”-.JW1tb1n the Agéﬂ&y whose funct@nns are’ directiy lirked to the 1onq range planwt

ning process.’ The Research Sscvtion would ‘work hahdwmnwhand w;th the Pollcy -
Planning thtxOn, conducting ‘the basic: 1eqwark and regearch actxvxtl&s nec~' T
‘essary to guppart this opera%ian. O i

Merglng the- PPAE ‘with- the Loxg Range Plaﬁnlnq Division: would xequire A trans-ff-'
fer of the PPAB's technical staff functions of data collection, aﬂalysis, and . -
plan develupmenL {along with approprlate levels of fun&mng} mnto the Piann;ng :
Commission. ~.The Mayor of Memphis and the Ffuture mayor of Shelby County will
still need some independent planning capability, however; and should retain

One or more key 1n61VLduals with experience in planning as personal adv1sors..

Merglng these two plannlnq operatlons wmald serve several purpases.. IE would
eliminate the confusing and pntentzally conflictlnq functional overlap which
' now exists between the PPAB and tHe Long Range Planning Division of the Agency. . [
. The PPAR ‘has not &uplxcated ‘actual. work done by the Agency,, It has conﬁentratw;_-“*
T e ed on. studies’ pexta;nxng £ 1ﬂner~c1ty dev&logmént foriuse 1n.vhe appiacatman A
. o cand administration of Community. Developrient At ‘funds frow HUD: In its aduthor=
S ity to'dollect data and prepare plan@ for: the C;ty,_howaver,_zt dows. avexlap B
Cothe rﬁsponsibxllas of the. Agenﬂy. Fuzthermare, ek ot the’ techn;cai work:
! “which has been done by the PPAR ¢ould have lagxcally been carried out by the f}
.;dipiannlng Commns&aﬁn qtaff asﬁumlng @ ccmperatxve agreemﬁnt tw supply these
Coservices had been worked nut between’ theZCmty administration and the Planning PR
_;icammxsqlon«; Merqinq “thess two: organaza ons: would alsm eliminatemthe ccmpe—“*:“ww“;
Ceootition. which has’ develmped hétween them, éspacxally int the area’ of seékﬁnq e
. ;£9&@£&1 funds._ COntrul of- HUE o1 -and, Ccmmunxty Dpvel@p t:ﬁct funéq byfthe
”“ﬂprAE has, tc smme degree, un&ermzned the cagah: zt;ps of che Planning Cammxs~

'?hé“grépbséa:étaffiﬁg-dhdft in. the Personn: Sectlon of 5 hapter (Fxgure 5}]
-_-jshows ‘the addition of new Long. Range Plannmng35taff in the Rﬂ%earch Seﬁtlon

"as opposed to the ﬁalzcy B filng Section.: The actual staff. asalgnments resultm
_i_zllng from this. merger must be. worked;ou"between £hé Ag@ncy and. the Cit: :
”a_'1ng upﬂn tbﬁ 5k1115 ana qualzfzrat Jﬁ cf tha xndLV1daaia ;nvelved.- S -,f{;-




- Work Program and Activities

”-:'mhé'éfgéetivénesglaf;ﬁést1crgani2ati5ﬁs aaﬁVhé;méasuredfby'ﬁhe;t:pfbahcts,

But measuring the products of planning iz difficult since most of them con- -
sist of advive, policies, racommenaatians,'én&:plans,.'NﬂdﬁrulY,ﬁﬂ?qﬂaté'
measures of performance for these abstract concepts have ever been developad.
However, a well defined, highly specific work program is one. of theé best
available tools for establishing a basis against which to measure an agency's
perfommance as well as for deciding what actual products and programs it
should undortake,

This section of the report examines thé'hgehcy*s work program both as a manage-
ment process in and of itself, and from the point of view of its content-~the
activities actually undertaken by the Ageney.

Overall agency wark program, A work program is a management toel designed to
aid in guiding the operations of an organization.? To be effective, it must
be a conscious, delibarate, integrative process carried out in advance. It
skould be established as an ongoing procedure, including both a long-range
and an &nnual element. Overall guals for the Agency should be stated, outlin-
ing the divection in which the Agency intends to go. These goals can then be
broken down into specific written objuctives which the Agency expects to
achleve. Care should be taken in defining objectives to see that they are
realistic and achievable, otherwise they will not only ¢go unmet, but notmeet-
ing them will subvert the process itseif. : :

Spelling ocut the sxact objectives of each_d@partment-forua-given:timé perind
is the most important part of the work program. “This procéss shéuld be set
up much like a capital udgeting program with a specific dne-year element and
a more general long-range element planning ahead from. three to five years, .
Each ‘objective can be broken down into . serias of wafkéeiéménts;@hiah;iﬁentify _
particular targets the Agency intends to achieve.. The work elements should

specify the tasks necessary to achieve ‘them, including ¢ost’ estimatés, time,
'andjmanﬁaweffréquireménts.ﬁfélternativefsbur&es of -funding ‘should also be con- -

si&eréa'in_thﬁ,woxk;prmgram;.an&_cOOrdinétion of various work program’élements

among ‘the  Agency's departments shéuld be;spéiledzgutgias w¢11_35_¢bcrainatibﬁ1n_-”":° -

with;ouﬁside.égencies_and_orgénizétianﬁ;h_Qi
As described above, overall agency work programs offetr several important .

__benéfigs}j-Théy'pr@vidm;a;systematic'prpéédurérf@?jdefinipgﬁagencv,woﬁk-primf' 
orities and staff assignments. They force an agency to formally evaluate its

programs on a periofic basis. They provide a management tool for scheduling
production and heeting da&dliﬁés,_&ndfagﬁiﬁt;in'ﬁhe’@tépakatibn{cf budgets. .
And they serve as a basis for evaluating an agency's progress toward its
stated goals. e Lol b - R

3For a detailed discussion of work programming procedurss and contents
in city planning agencies see: Example of & City Overall Program Design, pre-
pared for the Department of Heusing and Urban Development by the American
Soclety of Planning 0fficials, October, 1972,




.g*{tﬁt present,
-{jﬁedure by which 1t opetaﬁes_

_f_power, ‘statf assxgmenﬁs Cand schedules. :
Criles,which items must: be aaccmpllshed Versus items whic. aa'_
: deiayea if necessary. Thete appears to bé o avexali,”aqen¢y~w1d@ system for
pulling each ¢f these deparﬁmental work schedules: toqether intu a cmordznated
proOgram,. Mora 1mpartant1y, as the; sy@tem W mperatea, fren ant r&quests are.
made by the two degislative: bodl&$, the City and Tounty aﬁm&nlstratacns, and’
the Planning Commission for various studies (e g., rezonmng stuﬂlesf annexa-
“tion studies, ‘ete,) making the current protedure extreme&y ad hoc.. e Forma~—

Jlized system now exists for lncorpnrating external requests Tmade apon the
Agericy. into its work schedule. - There -now: exists a tendency to drop. somé
scheduled prnjects in favor of 1mmed;ate work requests. as: they arise. - We ses’
the Policy and Program Committée of the Planning Commlsslon reoommende& in
Chapter II, (or the Executive Committee propesed in Option Twol ‘as & mechanism
for more systematically anorporatlng surh requests 1nto the Agency & wdrk

" .schedule.

We recommend that the Aqenay estabilsh 4 formally aﬁopted averall wnrk pragram :
;:pr@redure ‘along the lines: previously discuased, incdluding: both a five-yedr work .. .-
j.program and an annual work schedule developed according to. a: stated hlmetable e
'”1n con;unctlon w;th the Agency 5 budgatary @:ﬁcesa»;'fﬂg,_ o .

i ﬁFurthermore, we recommend thatthbth the annual wark Scheﬂula and the fxve-year
U work program- be. &eveloggﬁ ‘with.the proposed Policy and Program: Comnittes of R
. the Planning Commission, {or the Executive Committee} and be adopted and. sup—'f"-;
_3gpmrted by the Planning Commission. =~ Major amendments £o the priorities get forth’.
'f,1n the work grogram shwuld also be revxewaasand agﬁﬁpvea by thewplannxng Com=
-'.'_'.mlss:{‘gﬁ. . : : : Sl .

hy h@’daputy directcra o rector: a
cloSely w;ﬁ tha prbpﬁsad Pellty and;Pr gram Qmmittee 0f the Planninqr Qmm -
foit nternal wark praqram elemen Qn'aﬂd

::1ncﬁr§axate xnto he. Agency : “
.,QgAgency‘f_S'hce £he Agency: aparates in. part as a setV1ce Grganxzatlmn“'espondw*
L dng to a,varxety~mf intermittent requests, some degree of flexibility must be
_5 -bn11t 1ﬁt0 ‘the praceaure o allow_maklng pexma&xc ‘amendments to. the work pro=
i gramias’ hlgh priority requests arise. Of conrse,. BT the ‘extent. poﬁSlble, such
;.,_;1autsxae requests fcr;serv1ces ana studxeg should to the ﬂeqreﬂ posslble ba PR
”*Q.schedulad well ln advance.;:'l R S : ni S

.&j'Current plann;nq The work of the Current Planning 51v1s£on consists primarlly'

'ﬂ”af ‘administering. the zonmng ordinance and_._é'suhdlvzszOﬁ regulatxunb._ Thess

proceﬁnres ifelyde a varisty of ‘tasks such as. researchlng each dase and prew'u.”'

N paring staff repdrts, caordlnatzng tha work of the Technical Advasory Committee, o

. . notifying adjacent property owners, making presentations’ before the Planning. '
' ' Commission, conducting field inspectlans of the sites, and su forth.




Speclai permits and commun;ty unat plans, mnst be prucessea, ‘as well as
planned unit development proposals. - In: addxtxon, they are-responsxble for
maintaining and updating the zmnlnq atlas an a ccntlnuxng b351s.”

Much of the staff's txme,from 25 to 30 per cent is spent ‘on the phone answer-
ing inguiries from land developers, property owners, and concerned citizens.
The remainder of the staff's time in Current Planning is spent conducting
rezoning studies, and preparing amendments to the zoning ordinance and the
subdivision requlations. Because its prime function is the day-to-day admini-
stration of land-use controls, this division naturally functions as a clearing-
house for planning information to the development community and the general
public.

Much of the work of the Current Planning Division is difficult to program
accurately in advance due to the fluctuating nature of zoning and subdivision
administration. The number of cases themselves fluctuates highly, as shown

in Table 1. The amount of staff time necessary to process each case also fluctu-
ates, depending on the relative complexity of each situation. 1In addition, many
of the rezoning studies are requested by members of the two legislative bodies
or by the City or County administrations on. an ad hoc basis. Consequently, a
substantial amount of flexibility must be hullt into ; programming the activities
of this division. Staff assignments within the Division should also be highly
flexible, depending on the flow and nature of the work.

Table l.

roning Cases _
Memphis and Shelby County Planning Commission
1970~1974 {rhru November)

Year . . Zoning Cases

1970 L 475

1971 i 230

1972 O 1

1973 S an

1974 , 155 (thru November}

Source: Memphis and Shelby County Planning Commission.




"’gnpplmaatlon proc9551ng time;t~

"~j”the afflcl@ncy Of the ‘internal. review*proc&ss._ One point for. “increase

L Ceuss’ thvlr intentions and get

';ftlﬂlzed for the length of timé éequired t”"ﬁpprmve fezonlﬂgur&quﬁﬁts”.nﬁiﬁuh*
oo division appl:catzons._ ‘Such: ‘has also been the case in Memph : '
T_the appartunztlea for speedlnq up the pxocess 3&& auts;defrather_

7; the aqenay

:;fThe mnternal review pxocess ;tseif-i zlxmxted by aréxnance't
}jseems to be adequate at’ current: work 10ada.; However, lncrease.fccwmunacatlon
CWEER éevelopers ‘and property owners. at’ the: front-end- wonld: appear to 1n¢reasejtz

Clmunication ig in the. ‘praapplication confer nee; Preapplxcatzon confevences
Care informal meetlnqs hatwion e veiapersT nd-the staff where: develmpers dig=

uainted with the: Cﬁnéltlﬁﬁs which they must 7
.;satzsfy o recsive appraval thle wejdo nut th;nk 5 nacessary to make thegﬂfi:f
‘~preapp11catlon conferﬁnce'a mandatﬁry step Aas some cammunznles have &oﬁe, dEan

i A very important. cormubications Llink between the. ‘public planner -and thP.y'ﬁ*
'.prxvatm &evelaper.. We - slgqust that: zhe prebe%s ‘be more fﬁrmalxzed and ‘that
the: staff ‘urge developers to take’ more advantage of it by’ 1n¢axporat1ng b % S
into the: rezoning apglluatlon prog&&ure {as a" voluntary step), ‘and by d@szgﬁ,_jﬁzf
.natznq a team of staff members to r@ut;nely con&uct theae meetings,;”s.l e

':Another pmznt AL whzch ﬁommunlcations ban be lncreased thh ﬁevei&pexe 1%;5-3
Conoan 1nfmrma1 pasis during the 1nternai &u&ncy revisw pro¢ess., A cwmmon

'5”_¢mmp1a1nt ameng devglopers A8 rhar ‘applicdnts have no. eppartunaty tc raspondf

Coto Staft racammendat;ons prior to the pablic: hearxng,, ‘Many developers £ons

'-g_slder tHe ataff 88 toc s&crethe an& yr&tactave of thexr_epinxens concernxng

'7 ;rev1ew ahd: racommmndatians wn zezan ng=an& subdxvxsaoh

S as_j, refus3nq tc
discuss Ehem with the’ apﬁixaantﬁ untxl fter the publlc_hea_ f_,5?__

",wauldj;e u;:a:mcre;timeggnh

- role in land-use: controls as protectors o the'?ublxc'lnt'x t,
they must: alse reqlize that they have an. mbligan‘ n;tc as xs the_prxva e

'&f&ector hv mlﬁim zing ?rOﬁLSSIH

of ooperation'and delegation of

"ﬂ'autharzty betweeﬁ ‘the: Plannan Comm sslen and”the twe 1eqislat1vé‘bmﬁxes, é_ch.:

-?ﬁfcaae is heard at'least thce.f Thirﬂ the

: h it is also the most adminlstratlvely;
. complax.. The majarity 0f re?snanq requ_ :-_avP nccurrﬁd on fhe “uEhan frxng& SE
iR the flVﬁmmllé zone’ wf Joint: 3urlsd1ctzon in chich both Ieglslatlve budles
mist apﬁrmve xezoning apgligatlons in-a- 301mt hearznq._ On ‘sévéral oc;as;ons, -
" the two legislative bodies hav& had dlfflcultxes in ébtaining qaorums at _these zﬁff
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joint meetings, requiring cases to be continued until a later date. Greater
cooperation from members of the Technical Advisory Committee in meeting
review deadlines would also speed up the review process.

In our opinion, the greatest opportunities for increasing the overall effi~
ciency of the zoning and subdivision review procedures lie in a comprehensive
revigion of the zoning ordinance itself, and in reforming the process by
which land-use decisions are made as outlined in Chapter II.

Staff reports - rezoning applications. In 1974, the staff initiated the prac-
tice of preparing written reports on each zoning case, These reports, alonyg
with the recommendations of the Commisgion, are used as evidence by the legis-
jative bodies in making zoning decisions. They represent an important step
forward which we strengly support. Since the meetings of the zoning and sub-
division committees of the Planning Commission have been discontinued, these
reports comprise the primary form of staff communication with Commissioners

on zoning and subdivision cases. In the minds of many, however, they are not
an adequate form of cemmunication. In reviewing several of these reports and
discussing them with the commissioners and legislators for whom they are
written, it appears that they can be strengthened in several respects.

First, the depth of analysis both in the quantity and in the quality of the

facts presented should be increased. Somé cases, the analysis could be auto-
matically strengthened by focusing on the specific types of impacts which will
result from the rezoriing (impacts on traffic cireulatlon, on parking, on school
enrollment, on community facilities, etc.). Wherever possible, they should be
strengthened by more factual evidence. Second, the analysis should include
explanations of the resagoning supporting the professional decisions of the staff.
Third, they should be written in lay terms, devoid of technical jargon. Finally,
we suggest strengthening these reports by concluding them. with more aggressive
recommendations. Many past reports presented only a list of pros and cong with-
out conclusively and clearly drawing any net recommendation, i.e., approval,
approval subjéct to conditions, or disapproval.

tong Range Planning. The work program of thée long range planning division is
dominated by its effort to update the 1966 Comprehensive Plan, which the Agency
is required by law to rewview "in its entirety" every five years. The Compre-—
hensive Plan for Memphis and Shelby County consists of three basic elements:
the Land Use Plan, the l0-volume Community Facility Study, and the Memphis
Urban Area Transportation Study. The Land Use Plan, completed in 1966, is
based on the "multiple centers concept". The plan identified the six region-
al centers which were concentrated arsas for fature growth including shop- -
ping complexes, offices, apartments and community facilities. These areg es-
sentially areas in which intensive land uses are already ooourring and in which
further concentrations of development are recommended as the most efficient
development pattern for the community. The second element of the comprehen-
sive plan -- the Commiunity Facility Studies-- was completed in 1968. These
studies deal primarily with libraries, water supply and distribution, sanitary
sewers, storm drainage, parks and recreation, cultural environment, institu-
tiong, schools, fire protection and refuse collection and disposal. Each




Crrreygl

- study sets standards and proposed locations for new facilitiesg., The:
Memphis Urban Area Transportation Study wae adopted by the Planning Come -
misgion and the two legislative bodies in 1969, It establishes general
alignment for new expressways, parkways, and major roads throughout the
metropolitan region. It also includes standards and priorities for street
widening and other road improvements.

Planning Distriet Studies. The process the Agency is using to update the
land use element of the Comprehensive Plarn is the production of a series

af Planning District Studies. Memphis and Shelby County have been divided
inte 20 planning districts as shown in Pigure 3. The first district study
for Gakhaven Parkway Village was completed in August, 1973. The second
diatrict study, the Raleigh Bartlett Study, was approved by the City Council
July: 1974, and by the County Court in Ogtober, 1974. A third study for the
Whitehaven-Levi district is pxesently if drafe form and is expected to be
published in the near future.

The district study approach to updating the Comprehensive Plan appears sound
in theory. Dividing the entire jurisdiction into 20 districts enables
the Planning Commission to establish priorities and concentrate on areas which
need the most attention. To date, priorities have been assigned to arecas ex—
periencing the most rapid growth. This procedure also offaers the opportunity
to treat sach of the districts on a more individual basis. However, there are
several areas in which the actual provess itself, and its products, could be
strengthened.

One important question regards the issue of timing. 4t the present rate,
digtrict studies reguire approximately six months each to complete. On a
straight line basis it would take 10 years to complete each of the 20 studies.
In fact, several studies are progressing simultaneously and the process will
be considerably shorter. 8till, by the time the 20th study is completed, the
first study will be several years old. In order to be most useful these docu-
ments must remaln relatively current. Some officials have suggested that they
be revised on an annual basis. Under the existing approach, however, there

is little way in which péw studies can be completed and existing studies up~
dated at the same time. :

One way to shorten the process would be to modernize the data collection and
- processing protedures at the front efd. At present, most. of the data Ls being
collected and processed manually. Automatlng data collection and processing
on a formula basis would not only decfesase the total lapse time for producing
the éntire series of studies, but would alzo provide a system for continually
updating these studies rather than treating them as end products.Creating a
specialized Ressarch Section and increasing the staff of the Long Range Plan~
ning Division as a whole should also help to speed up the process. At pre-
sent staffing levels, the process will cdontinue to be a lengthy one regardless.
of the methodologies used. Consideration should also be given to combining
several district studies in areas where population and growth trends are slow-
est.
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apprQVed”:y the Planning. Ccmmls~f'

gion in i*s xnxtial versxon due - th :  : n-of poliey recommendations o
“which the Plannlnq Comrission cong: ¢ % o trong. Pullcy recommenda*jonn

in the Final version wers substantial i adl ] In éssence,’ the" study cailed_”f'

jfor a .strategy to be developed (not sp t] to Hvoid residential construcs
“tior in and dround the Memphis Internat onal'Alrport, ‘and for. land use controls
“Aa qr@enbelt} to prevent development in . the flocdplain IR Also! ¢ontaineﬁ a
hlghly conseptual portrayal of how the: d;strxct should develcg xe51deatia11y

and commexc;ally by the year 1990.

The Ralelgh partlett. Plannlng Distriii Stud"was a. suhstantla improvement

‘over the Dakhaven . Parkway village study. Not only did it contain more speci~

fie recomménaatlons, but it was formally adopted by the-Plannlng Commmssion
1an& usa dECl"

and the twe . legxslatlvp bodies: as & “guide” to-maki
smons._ Trg. reccmmendatamn to- temporarxly drop thegexte
fahee lnterceptox sawer fram the Cltyu :

'7 Parkway Village study thers a : cs relating exxstxng schbol capa- .
-vlty or recreational araas to-exxsflng populatlan; nor camparathP statxstirs e
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on fire &tat10n5._¥1brarzes,-and ﬂther cmmmunxty facxlltles, There iz also .
no comparative analysis on the extent of overzoning and its relationship to
the prOJected population of the distriet, housing and commercial vacancy rates,
etc. While the Raleigh Bartlett study went much further in this direetion,the
owerall depth of analysis ig still guite limited. We sugaest that future dis-
trict studies increase the amount of factual data presented as well as broaden
their scope of analysis. Regardless of the strength of recommendations made,
an increased analysis of existing problems would be very useful to decision
makers.

Coordinated Work Programs with MATCO&. An important issue in analyzing the
Agency's work program is the extent £ whieh it is integrated with other plan-
ning agencies in the community, especially MATCOR, Most of MATCOG's programs
are aimed at all six counties. Their programs include techrical assistance
to local governments, A-95 review for each of the six counties, and regional
plans. The bulk of their current work program is involved in preparing re-
gional plang, and doing back-up work on the commanity development act for mem—
ber govenments. Their staff includes a highway gafety planner, a transporta-
tion planner, a law enforcement plannexr, and three land use planners. They
are supported primarily by HUD 701 funds and funds from member governments.
They .alse raceive transportation funds through the Memphis Urban Area Trans-
portation Study since they are the pass—through agency for these monies.

The two major arsas for overlap, at’ ‘least functional overlap, are transpor-
tation and land use planning. Of these twu, the best coordination Is now
occurring in the area of transportatlon planming. Due to federal Tunding
requirements, the Trangportation Plannlng Division operates under a unified
work program with MATCOG. As the system operates, MATCOG passes a share of
its Federal Highway funds on to the Planning Commission for Urban Transpor-
" gation Planning. MATCOG is responsible for regional trangportation planning
and the Planning Commission for planning within Memphis and Shelby County.
Similar opportunities for coordinated.work programs appedr to exist in the
area of land use planning, but to date they have not bheen taken advantage of
by either agency.

MATCOG 'has recently begun extensive wnrk in land use plannlng through its
designation as the 208 Agency for the U. 5. Environmental Protection #gency.
. Section 208 of the Water Pollution Control amendments of 1972 provides grants
for area-wide waste treatment management. Thig section of the federal law
not only requires communities to prepare for handling waste water that can be
treated through such facilities as sewage plantsg, but also toe control non—
‘point poliution such as urban and agriaultural run~off. This latter require-
ment invelves general land use plannxng,and it is under these reguirements
that MATCOG is .doing extensive 1and use. gtidies in three of its counties.

at present, MATCOG is setting up & staff teo prepare the area-wide waste treat-
ment management plan which may unnecessarily duplicate land use planning work
of the Agendy. The Planning Cormmission should take the necessary steps to es-
tablish a coordinated work program in lardouge planning with MATCOG, using 208
funds to supplement their efforts, as well as meeting the needs of MATCOG.
While the lack of such a coordinated effort in the past has to some extent been
a function of the different data needs required by various Federal programs, we
feel that coordinated data collection efforts can be designed to meet the needs
of both agencies.




'-:shauld xncluda a mlxture “of acaéem;c backﬁnounds and a varlety of previous

”:_'wcrk exgaraencas An the planﬁang f;

-- "5Staff size. The size of the plaﬁn;ng staff can’ be analyzed from two perspee-._ 1f
-3'ﬁtives. Ore’is its size in relatich to ;ts work program Another ig a com= . 1"“

L pa:;son of ‘the.staff size with othex plannlng agencles servxng comminities
'of s:m;lar Bizes. . RETE By . _

- _-’Basad onwour lntervlews Wlth more than half Qf the professxonal staff nembery e
- of the Agency including all the senior staff, ‘as well as interviews with many 0.

3jskey 1ndlv1duals outside the. Aqeﬂcy whe iy lﬁ ‘& p@sxtxan ;o womment. with
“avkhority on the matter, he Agenc = L& both- professzmnally and. alerlcally

: 5ﬁunderstaffed {autherlzea staff pos;tlons appear 1n Tablefz).; There are a i

;;Dlr ctox’ af Piann g &dmaﬂ__tratxve Assistant, Prxnc;
Planners -capxtal ﬁudge ; ; '%_ n;ar_FIanners, Assaaxat

“Planning Aaﬁlsﬁants, Piannlng Alde Plann;ng Imterns.

Adm¢pls*rat1vp Secretary, ﬁraftsmﬂu,_Scnxnr Clerk Typnst,'
Oierks_bténm




: f.Range Plannlnq Bzvismon 5. dl%trlﬂt g aies program Pasyecimll 4 :d

Coof more staff if it is to PEDGIess at 4 reasonable: paee.; On several: ”¥,'m

: ,ﬂ”ccuaszons the Agenay has found. 1tself ‘unable to provide the serv;ces <)ol

R conduat the studies requestad of it by{# .1eﬁsjgovernment agencmes, such

L 'ag iHe City's. Pol;cy ?lannlng and’ Analysis. Bureau, "~ Als¢. thé heavy land-
-d@velﬁpment préssures  of the: early 19708 ¢reated exﬁeasxve work -1oads in -
‘the ‘Zéning and Subdivision Sections ¢t the" Curr@nt Planning Division,
resultlng in the tespbrary reassignmeiit of: Btaff from: “Ehe Long Range Plan—'_
ning Division to handle the increased wcrk Iaad, thrawan other assignments
behind schadule. :

The Memphls and Shelby County Planning Commzs%iun also appears understaffed
when. viewed in relation to. planning agenclies ‘around the. country serving
communities of similar gize, a5 shown in Table 3. " The Lommxssmon has 31
authorized professional and para—professxanal 3¢b positlcns ‘compared to an
overall average of 37 positions per agency for the 27 agencies responding
to the survey, and &n average of 39 positions for the five city~county agen—
cied incinded in tha survey. The Commission has oniy half as many nonpro-
fegs;onal ataff pos 1t10ns as the aversge of the agenczes Surveye&._

h&w staff posmtxon& recommen&ad cﬁrrently thé ﬁgency 5 40-authorlzed staff

o p031t10ns are allocated Jamong: tha Srarious d;vasxons and. seﬂtxana as shown
in Figure 4. . In order.to’ 1mplement the proposed xeerganmzatlan' £ the. ag@nry
. discusssd earlier and mncrease the Agency 5 owverall: capabmlzt1a$;'a&ditaana1
::T,Prof9551onal anﬁ cl&rical personnel should be added'tb the gtaff i

':'ffWe recommand that ﬁhe Commissia_'craate twox ew prefesﬁzmnal, ob ¢ L i
oo tions and authorize: the a&dltxon of thres fiew . positians Wlﬁh&ﬁ exzstlnq clasa;~.: i
ﬂﬂficatlons ab fallaw& FE e S & S

tf,Th&te madeﬂt aﬂditxons Wwill in rease the Agenc
 professional staff tfrom 31 0136 ‘members . _
_f?stafflng_scheme shcwing 4 1ocatmon Qf _ & agency,:a- B
31;we11_as the reallocation of éxisting pos tions amang the various divisions and’
ST sectiongy Actual staffxng &ecxsxons_must be_made* Y the Commission and the.'--"
: FEVDxreator.. we feel, hGWéVer, that by mexglﬁg the'CLty & Palzcy Piannlﬁg an&




Ui ngeneles

j-é&paiapaan_. . :
Lo .595@'19n5?;

fAuthorlzLd
QSt&ff

Population

'ﬁ:3M£M?ﬁ3 wEHELEY coummy

L;txm nuqu _
iﬂdlﬁﬂ&?ﬂllﬁ*ﬂﬂflOﬁCﬂ., Ind.
‘Honolulu City-Co., Hawaiil
{Jacksonville Area, Pla.
| Louwisville~Jefferson Co., Xy-
San -Francisco, California

792,000
678,000
558,000

. 695,000
. 681,000

39
-

24 -

S YA

140
22

B4
5L
43
53

75

.110

Mean

39

&1

L089

'.?y_Plttsburgh Pennsylvania
sty Louis,

| San Jose, . California

: City

Cleveland, Chio

ballas, Texas

Denver, Colorado

| Ransas City, Missouri

1 Milwaukee, Wisconsin
‘National Capital, D.C.

wiew Orleans,; Louisiana
hoenix;. Arizona

ﬁxasoux;
‘San Diegoy California

5 ':Séa$§ié" ﬁé$hin§th

750,000
911,000
538,000
507,000
706,000
530,000
589, 000
743,000
520, 000
501,000
771,000
530,000

550,000

ff'Saltxmcre oL, Marjlanﬁ
CfiContra Tosta Covy, ML ,_”.:

S Montgomery Cé.. Maryiand:
-] Riverside Co.,Cal :f@rﬂla
SOl SR AmeR s Cog,.ﬁalifornla

|-San’ Mateo Gdu, California

ﬁﬂFairfax Co.y. Vlrgaﬂla _
JiMiddlegex: CO-, m Jf,“_'

~665 000,~_
584,000,
o 4.547,000
879,000
510,000 |
} gs0000° |
564,000 -
964,000

el Louzs  Coy M;ssaurl

Mean

Gverall Mean

: lIncludes para»professlonal positions and specxai;zed professlonal posxt;onq«

"illrcai

21neludes draftswen and clerical positions.
Expaﬂditurea, Sraff, and Salaries of Planning Agencies, 1974, by Gail Bangs, Planning _*

Advisory Service Report No. 299, Chicago: American Society of Planning Officials,

Februarxy, 1974, Table

4.
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2 : : ' : ; - _ ; ﬁzvxsxon, seVErai and posslbly
_all af these new poﬂ1%mons can be filled with_ex;stxﬁg staff through a series

- transfars ‘and’ promotlﬂns. {This cf course: depends on whether or: ‘ot in«

. cunbent staff have the: “appropriate: ‘skille and experiences to fill the new Sl
positionsi)  This raorganizatxan and’ stafflng ‘scheme does. not neuessarxiy e
. require additiohal overall expenditures for planning since it is based on =

_ ,the marger of twc exzstlng operatians rather than the breatlan of any new p'

We also recommend that’ the Plannmng commiﬁsaon”hira addxtzonal claxmcal
. staff as deemed appropriate by the Hirector and his senior staff. Figure 5
&oes not specxfy the allocatxan of: adaitacnal clerzcal staff. T

.-Staff qual;fmcatmans.; ﬁne mf tha mns i iculﬁ tasks in: analyzxng the per--
somel of an urganizatlﬁn ig an ev&luatiﬂn_of the qualxty “of the staff. An :f
“outsider, such as ASPO, cannot offer a cemplete plcture of the compétence
and productivity of the staff, .That can omly come from the direct superviscxs
of those staff who work clasely with them on'a’ day~ta—day basxs.. pased on’
our interviews with' the senior’ ‘Agency staff, the CGmmiSSLQn; the Caty COuncll, s
. teunty Court and others, the professicnal staff. as a whole is regarded as
qualified anﬂ competent. The quality and &edxcation of ‘the staff is clearly
'one of the most important ‘atrengths af the Plannang Comm&ssxon,.f'-' S

g '7;f-:;.M5re cbjecthe measures of staff qual;f;aatxmns are leveld of e&ucatlon: ad
‘ ey experience. Of the 19 professional staff, -only six have: masters dagﬁ:‘ees AR
o plann;ng.. Four others have masters degrees in reiated flel&s {two in geogzaphy {
'-;Land Hwo in puhlxc administratlﬁn) PG staff members have masters &egrees Antio
*]prﬁgress {org: in piannlng and one. in publmc administratmon}*- Fcﬁr pxcfessxmnﬂl
"jstaff ‘have bachelors degreea in fields yelated to plannlng {6ne in ‘architectur
L twolin polltlca} science; and. cne in: geagzaphy). over three—fourthsﬁ(?&”pe
ﬁcent§ afi the profe581enal st&ff were édﬂﬁ&tﬁd An the South,; and reuq'ly half
_ of: these reca;ve& dEQrees from: sahools_- - ennessee.. Tabi& # ptesants campara~
f;-tlve figures on educatighal: backgxounds of_profess;onal staff,_and 1nﬁxcate5'
. that the levels of profassienal edu oniw  hin ‘the Agency are-sxmx_ar1to
,;"those in other: ‘agencies around the country. - Howevet, most planning ageﬁcxes
.. are’ deficient in thei¥ numbers of prbfessi nally trained staff, and we feel
Cthat Lha”gxaportxmn mf profess;ﬂnal 81 ith dVancea aeqraes n eﬁs'ta»be
“A;anreaseé:': : o i

: .Personnei skxlled xn urban aesign, 1andscape, archmtectﬁra, and s;te.plann;ng
:..;;,__.”.are ‘also needed o review develcpment.prnposals ag . the. cammanity increases’ 1ts
il - use of discretionary lamnd control devices such as. the PUD Ordln&ﬁQE«' There
"*. .- are also indications that the guality of drafting skills in the Kgency need
upgrading. .




Educational Backgrcuna by Purc&nt of Prafessxonal Staff by SR
- Jurxs&ictxcns in: the 506 GQQ to 999 %99 ?opnlaﬁlﬂn Gxoup __:“;ﬁfr”

fﬁ"ﬁ. '_ﬂ 'Tﬂ o f
Masters | oo oo
o N Masters FPRE Masters inif No. of
Franneng Degree Bachelors n Technical Other' | Positions
Agepcies_ e Planning el : : “?;?%552 'i;REportaé
Memphis-Shalby o 42% 3% o 563 19
County . :
City~County 11% 46% 33% 2% o 8% vy
ity 13% 45% ; 278 5% 10% 324
County 35% iBs i8% 0 9% 34
Metro-Regional 5% 36% 41% 2% 156%  .125
I 1‘I‘echn1tai Fields include architecture, lardscape archxte;:tuxe s and engxneermg.

_ 2Masters in other fields include two degrees in geography, twa ln pﬂblic ad~
mznlstratlon, and one in vocational guidance. : : Ll

Source* Ex§end1ﬁures, Staff, and &alar;es of Planning Agenczes. 1916 by Mmchaei
' “Mi. Meshenbery, Planning Advisory Service Report. No. 2564 chlcago. Amerzcan _
Socaety of Planning Offlclals, Aprll 1870, Table 9_”53_,., g SR

-"]jAs a group, the staff is relat;veiy young ana Lnexperlenced.

LT o€ the agency = pxofeasxonals {48 per cent} had no: prxor plana g{axperxence
';';befare Joining the. Commiszsion, ‘and apprcximately half ‘of them have been with

s the Ageney for: two years or: lese. Also, propcrc1onate to the toral. pcpula-*ﬁ“

-%[tlon, hlaaks and women are szgnificantly under“represented en tha prufesglonal

taff‘r_. e S i B e

: The fmguxes in Tablé écxmwarecurrent educatlnnal 13?&13 o the Memphls
o and Shelby County’ Planning Commission staff with natmcnal data ﬁor 1970.

ds very likely that increases in the proportion of profeselanal sta‘f have
occurred in most agencles around the country since 1970, ranking the Fiannlﬁg
Commlssxon below national averages., Unfortunately, hcwever, more recent
camgaratlve data is not available.




S and eran of hdditional staff for their respective divisions,

e rewummand thdt the aganﬁy ncentrate its recrultment priorities in 00
~four aredu-g_,ﬂ.._ e

Tag zaarumtment prlarltaes should fouﬂb on fxliimg the hwo new.
management pogitions {(Deputy Direcrors) with perstnnel well
qualified dn-technical planning skills: and. With substantzal
'proven 1padersh1§ amd,admxnlstxaﬁlve abliiﬁy. S

* The pr&pcsed Research ectzon ahmuld lﬁ@lude yarsonnel who _
bring strong menagement and technicals 5peclait1es in the areas
of planniﬁg regearch and data cc*lactlon o the agency.a,

* Retru&tmwnt priorities ﬁhould alqm aanctntrat& oY attr&atzng
new stalf who have subatantiak previouy work: &xpe iende oin the
planning field. : ST

*  The Agency should adopt an affirmative action hlring pwl;cy Lo
increase the proportion of professional bla&ks and woman on the
staf . e

As the Ag&ﬂLY experiences natural ﬂLtrltLOﬁ £rom its staff, we - reaammand that
it avail itself of the opportunity to strengthen the: balan&a of . the overall
staff by .adding new skills which the Adency: nﬂeds._ Gf couxse, thé positxans
of Deputy Dzrectar rank as the htghest prxcrxty in agency ataffing,.nmt ‘only
“because this is an’ important. minagement area which needs’ attention, but be=
cause ‘the Deputy Directors’ shouid b prlmar¢ly respens;ble far‘t _scxeenlngﬂ-
“Perschnal” s

”¢£allan the twe ﬁeputy ﬁmr@utor paﬁzi¢onq musﬁ pagﬁesa substantgalgleadarqhxyfi?“' '

Cand administrative @kllls, as well as hav1ng a scuna,werkaﬁg Knowledge of:
-;techﬁical planning.’ Po staff ‘the R&search Section, we racammend niring: pe'
somnaiskilled not’ iny in: data cmlieat;@n dnd managem@nt {e g., personnel_

Cwith oskills. in statigtics, data processing, computer programming, etc. Ve hu*_ff."'-”*w

77fmoru paxtxaulariy staff skilled inthe int erpretatxon, correlatzon, and
*_appl¢sat1¢n af that ﬁata to the hgency ﬁ plannzng program.: B e

"L Qtaff turnover.' Mﬁny of the people we interviewed exyxesaed canc&rn over'the: :3'
“high rate-of- turnover . ammng prmfe&sxon&l staff._ While’ piannexs AE A whole .
tend to 'be h;ghly mobile,: ‘the Agency has experxﬁnned smmg difflﬂultlés inire-

h;ﬂ;talning professmcnal sraff,, A.dozen: prﬁfess;onal and Qaraprcfasalonal ﬂﬁaff
- have resigned from the Agenicy since ‘the beginning 0f 1973,{&3 shown in Table S.

'uThe Long fange Plannxng ﬁlviﬁiﬁﬁ has heen headed by feur dlffexent $rmnciga1

. planners: ‘inas many yedrs;. Turnover 1n clerlcal anﬁ.ﬁxaftznq pasitlans has

1?also been relatlvely hlgh

' sztaff turnovar rates are ganerally a funatxan”of 5evexdi facters 1n Lomblnatlon,

”'*Zrathﬁx than any single factoy almﬁe.; Tow: saiaxles, poor opportunxtmas

for advana&m&nt,_anﬁ low staff morale are comion” causes ‘of hlgh staff turncver
in .a planmning dgeficy.. Waile some peopie feei low. salarLEb apre the fhajor redson
for the high number Qf resigrnations on the Flanning Commission gtaff, low
salaries appear to be given more blame than they deseérve in this regard.
Professional salaries are comparatively low in Memphis, and have certainly




sflgtaff'iufncééff; foju“”

Mmmpnzs and Shelby Caunty Dl&ﬂning Lumm;ssxon

January, 1973 -~ Anrii

lg?S

i

Staff

Employed

© Regigned |

1973 ~ Professiocnal
Para-professional

Clerical and Brafiing

1974 ~ Professional
Para-professional

Clerical and Drafting

1975%- ¥rofessional
Para-professional

Clerical and Drafting

19

w

" subtotdls - -
- ﬁproféssimnaz'
'vaaranprmfcsszenal

:  :f“1erlCdl and Dxaftzng: -

| TOTALS

“7;2f71§'i::' :

*Tirougn Rprxi

Wote Mhus¢ data agply oﬂly L0 permdnent’ staff no tamporary Lnterns ‘are ln“ .

eluded.

Source: D;rebtar 8 puarterly Reports, 1973 1975 Memphis and Shelby County .

Planning Commission.




"7gzéw7m§faié5ééeméﬂébfbé-péitmaliyrﬁﬁé:toﬁthéﬂffustéa

o 3“xegecti¢n of -the Oakhaven: Parkway Village Plannlng Dlstrlct Study Was 8]
-{‘partléular disappexntment to some.

_.'pa'st year.--

3 jbeen an_mmpartant factmr in the loss of qualxﬁiea staff,_“_,g;
gghavaflmpraved in; recent years L : SLHEAY

ﬁzaﬂs.whmch the staff L
ifeelfrom dilack of. effectlveness, and partxally dﬁe to admxnistrativa friﬁ-“ﬁ-_z..' e
'txons thhln the staff ltSelf..' : : S

."Folxtxcal pr&ssuras and cﬁnstraznts on the staff ate a prlme source of frusw-l*7.mj_;
Z,tratzon and low morale. For example,. in the ma3crity of ¢ases ‘the Plannmng P
Commission concurs with staff recommendations on’ rezoning issues.: But when’

. they disagree, they generally relax the standards and cmnstra;nts racdmmendaé
by ‘the staff, In some important and controversial’ cages, _there are often strong :
feelings that technically and professionally sound crzteria e being com=
‘Promised by political considerations. This situation’ 15 aertaxnly ﬂﬂt unique.:

' Zoning has abnays been highly infused with politips: i thxs ammntry, a fact
“which, however, still makes it no less a source of frustration” for planners‘_
“The Agency has ‘also been frustrated in its attemptsix>establxsh i strcng B
long range planning and policy program.: In the past, heavy. rezcning and’ lan&
ldevelopmentlpressures have preoccupied the 3gency, leavxng LAt inaufflClenﬁ
amount of staff time and resources to develop. 1ong range plannxng gol;czes. ,_Q_.-
In- the past, the Planning. CQmmlsslon has shown less interest in 1Gﬁg range

Qplanning isgues than ‘they  appear to niow. - The Plannmng Ccmmzssxon & Ln;txal

The finally approve& versaan of the stﬁdy .013* “T

workxng'mcndAnxﬁns have-xmprove& as aevelapmént pressuxes have
.,frelaxed, ralxev;ng the staff of ‘some of - tha. extéssxve pressu_es they felt. I
Lo year of two ago. Imp@rtant strides have been made in thé area of long range:’

. planning, especially with the Commission's adoption of the Raleigh Bartlett’
- Plannirg: District Study. And 1nterna1 administration has xmproved w;th the
_J suc¢essfu1 recruxtment of several key 5en10r staff.-;;,f;;ﬁ i g

Stlll there is rcam far further merGVEment in staff morale‘ ngher salarLan,:';-:
Ciin3ine with the norms for the planning Profa931cn are an’ important zngredxent_cfl-p”
L pf improved. moraie:  Purther Aimprovéments in morale could alse come from: & s
']stranger workmng relationship bhetween the ‘staff and the Fiaﬁning Ccmmisszon.; G
- We.also feel that ' the proposeﬁ administrative changes inthe’ agency will help S
Tte cl&rzfy assmgnmants among staff and 1mprave Gverall ﬁgency managament._.




'.~Each of the Principal’ Plannérs ‘are chargad w;th conﬁuctlng perfdrmance F ot

CLRIIRR3 i

f'?étfﬁrma éé'evaiﬁatibh.. cne p@xnlﬁu,ar ‘Aren relateé £ staff morale whxnhu :'_,; :
- needs improvement is that Of performance svaluations of Aindividual staff. s

‘views of theid individual staff members once every six months. The. EmployeeﬂV"'”
Evaluatlan Form used tﬁ conduct these reviews contaxns 28 categnries of e
performance ratpa or &' 5caie of'hn*at;sfactory, average, abcve average, anﬁ']ﬁi.ﬁ;h.Jfff
Cextepiionallto L E : : o : S S :

_Many staff are critiual'oi'ﬁhis ystem anﬁ tne way AT Whlch it hag been a&~;&;a-
ministered. Some appareatly- take it serlaualy while others- do not. " And

‘there are charges that the SyQtem has been &buﬁed bry nsmng mt tc promote;:f'7__u
unqualified staff., : : PRy o '

We ses sSeveral problems with the ex;szmnq evaluatzﬁn Eystem..:First, thére"
are simply too many categories. to pravzﬁe a- meaningful crlthue of ‘anindivi-
dual's performance. Most of the categuries are amb;qucus, sub)ecﬁ&ve, and
undefined (such as dependability, méeting generai public;’ persev&rance, adapt~
ability). Second, no performance criteria‘exist for most of these categories,
nor are they measurable items. They can anly be evaluated onthe most ‘sdb-
Jective basis. Different supervisocrs. perc91ve their: maanangs dlfferently.

. Consequently, it is difficult or impossible to ma;ntain any: unxiormmty Brconi=
parability throughout the Agency. Flnally, this’ system offers no method for
Jevauating an individual in light of his or hex paxtlcular jab ass&gnment, nox
s_any prcgram for correcting deflqlencaeg.- : S

-.We recammend reflnlng the parformance’ evaluatlon syatem it seve:al wqya:@*”sjj

* Formal avaluatluns sessions &houl& aantlnue t& be hel& every szx' i
months. o . _ . ey B o

*. Perf0rmance evaluatxons ﬁhmuld be conducte& by ﬂeﬂtian Heaﬁa and
-firevxaw&d by the D@yuty blzactoru. =

: ’ ..Thﬁ“ meloyee Eva}_u'_ ti(}ﬁ F{Jm i . |
o TfeW o MAJor Categories; emghasiz;ng thage Whlch are most. mg g
.;H}ffe q.; }Ob QmuﬁmrmanCé wozk habzts},”b_ T g. gg;g

:ag ' tanaarﬁlzed arlterl& for udglng Q&rfarmanﬂe in each'aategory
"EJshould be cl@ariy syalled out dn the stafi manual.;;_ :

o -Durlng qemlwannuai evaluatxan seﬁbians, sgperv1s0rs should dzscuss' fff 

Joh assagnment ‘and:; tha 1ndxv1&ual's capabzlxtles to perform U
The. supervisor and the emplovee should agree on performance. objec~ff
tives £ be acconplished within a certain time frame. - The dob L
¢ppxaxsal should. focus on_the autual tasks performe& by the employee.”'

* _gg@xflc defxcxenries of each emyiuyee shaulﬁ he 1§ent1fzed ana _
discussed, and a systematlc program. £or correcting these defaclenc;es -
shouid be set up geared to the needs of each ;nﬁ;v;dual. '




3i alax;&a and. Expen&xtures"

;_ *Anathhr lmpartant set of maaaures used o evaluate S plannlng agenﬁy i dits g
- malary structure, the gize of xts huﬁqﬁt, and the sourwa of 1t$ funﬁs¢ ;}f: f5

Saldr:es._ gtaff 3a1axies 1n the ?laﬁning cmmmxss;on have 1ncreased over the
C-last several yaars, but. t.he ‘rate of Aincreaseg has ‘been relatlvely slows o
Furthermore, presént salary levels are 1ow Hy- comparison with ‘the: ylannlng
profession as a whole.: Overail salarles for the five Qrofeasmonal jeb - levels
in the Agency have increased an average of only 14 per cent betwesn 1970 and
1974, acvording to the fxgures reporied by the Ageney as shown in Table 6.

The position of Director received the highest increase (21 per ‘cent): over this
periocd, while the lowest professional position--Agsociate Plannﬁr--reaexvea
‘the lowest overall increéase {8 per cent).

Table 6.

Salary Trends for Professicnal Pogitiocns -~
Memphxs and Shelby County P*annlng Comm;sslon .

1970-1974
_ _ -'*.g.. - ==-:_= s i
' Professional Levels | .. 1970  7' e 1974 | Percent Increase
st - $18,000 521 625 b o2l
2nd 14,400 | 16,700 b e
I3ra 12,600 14;23& Camo
4th ¢ 10,380 1 1z,0000 |
Sth | .' .. . : 1{}’200 : ._ L 0186{} ..

Sburce. :Salary comparxsans were derlveﬁ fram the data reyort _
S iRt ASPOYs aninual strvey g_pendltures, Staff, and Salaries of e

planning Agencies, 1970, by Mluhaella.iﬁesheabarg, PAS R@pcrt ﬂo.:;
256, Chicago:t American: Society ‘of Planning Officials, April, 1970, =
Table 127 and. Expenﬁxturesf Staff, and Salaries of Planning Agencxes,ﬁﬁf L
1974, PAS R&port No. 299, -Chicago: Amerxaan 5cﬁxety of- Plann;ng U

-Off;cxa;s, F&bruary, 19?4 Tabl:

ﬁ.ﬁ"”"\.




.f_flexlblllty available for granting promotions and merit raises. Due to

.izﬁaan 1974, the. caty gxanta&_a pdy hike 6f9 pex ‘cent while the cmunty autharmzed
,,_”ﬁ;a:'ﬁ per ‘cent’ ‘pay:-indrease, Slnc& both_governments are unwmlllng ta make upir
i the difference between the tws rates, )

- La"for the 1ower Gf the two fxguxesa ;_;4

___:33Tn15 301_t fundzng"arrang
”-f,"the salarzes thay axe each

' fﬂ;yht avaxlable._ ‘However, it c¢an be: assumed that tﬂay'too ‘have zncraasedf

§lannxng agenaias sexvmng jurlsﬁictaons_of comparabl_.smze,3

ﬂitompared wath:

'fflargest wcmparatlva discre@anales 1n aaiarles oeeux at theﬂlcwest profﬁﬁm_”_fﬂ
'__sxenal 9031&&@n% xn the Agenay‘= SRR : i L L '

) The Bgency alassxfxcs ﬂalarles lntu azght graﬁuatea steps as’ ﬁhown mn

“Table B. Comparing the hlghest salary in each of the elght*step categmrxes
{shown ‘in Table . 8) with the mean 1974 salaries$ for: the five: grsfesslonal

- positions (shown in Table 73, the salary structure of the agéncy still ranks
betwden 18 and 22 per cent below average, with the excegtion of the posmtlon

of director which is slightly abﬁVe the 1974 aVErage.n ol 8 :

' _Eeaause of their low: salary structure, thé Agency has recentiy been in the
practice of hiring new professional staff at the top of their respeetxve
‘pay scales. Salaries of staff in the second, third, and fourth devel pogi-
tions (Principal Planners, Trangsportation P lanner, Capital Budget officer.
and Senior Planners) tend to cluster near the top of their respectxve salary
ranges. In sevéral cases, new staff have been employed neéar the top of the
salary range for their job classification. ~In order to be 1 campetitive
as possibie in the professional job market, this practlce is the only re- .
coyrge available to the Agency. Bub it raduces the dagree of sdministracive

' lncreasanly tight budgets for planning, merit increases have not besn avail-
able in the last few years. L .

In addltxbn to" low salarles in general, many staff have expressed concern

._'over the fact. that’ they receive the lower of the two annual raises granted -

D <% o Caty and: uounty employaas.- Thig . sltu&t&oﬂ results from ‘the fact that' the
o Aqgncy is }olntly funded equally by the’ City and the- Cnunty. While ‘the ataff*
< conies: under the administration &f the Shelby . County Personnel. Department, T
-thay must accapﬁ the' lower af the £wo annual pay raiges offered by the: cxty =

Cand’ cnﬁnty 1if; the raises should. differ,: whlﬂh they usually do. . For axample,;:

'tha plannzng staff must always 'attie

_nt guts the two governmﬁnts 1nto campetxt;on over
'1llang to pay the;r glannlng staff. Wh‘le the

i qure Gent sataries far fzscal yeax 19?4~?a are semewhat hmgh r’than thase 5217 ,
'xrporre& in Table 7.« Comparatxve figures for the current’ fascal yesr are not e

S R 1eav1ng the ﬁgency 5 %alary structure substantmally helaw nau;onal
'.averages. . RE S ; R )
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‘I’able 7

"“fProfesSLQnal Staff Salarles fcrsSelectea Flann:ng ﬁgﬁﬂﬂl&ﬁ Sexvxng

"-fj_ Surxsdlctxons i the SGQ OGG o 999 99§ Popuidtlnn

Range, 1974 o

:Qgﬁg&naiés;xﬂ“ -

;T?rofégsioga;

.LéVéls*ﬁ

+  €2ﬁd;ff.-'ﬁ

o

st

| MEMPRIS~SHELBY CoUNTY

21,6257 |

ier00 |

_agiﬁgﬁéﬁa??? .  2,

"lﬁ;866 .;?

C,J. tz*{fﬂuﬂtz

: Indadnapnllﬁ Marion CO.,Inﬁ
Honululu City-Co., Hawaii-

{ Jackeonville - Area; Fla.
-Lduisville~Jafférsane:o., Ky.
Bar Francisco, California

Mean

21,805
31,837
24,199
23,048
36,868

i -';'19,.\&3.(30'_ L
30,245
22 BOE

18,266

C26,000

16,500
25,104
17,268
. 14,503
23,000

113,500
22,794
15,693
12,116

17,729 -

11,500

20,846

12,613

10,580 ]
16,640 | §

27,545

23,221

19,275

16,366

14,435

_ City
Cleveland, Ohic

ballas, Texas

Denver, Colorado

Kansas- City, Missouri

:Mllwaukee, Wisconsin

_;Natlcnal CAgltal, D.C.

UL New orleans, touisidna

}'Phoenix, Arizong _

”,;?xttsburgh ‘Pennsylvania

: Louls, Miﬁsourl jf'

25,788
26,604
26,628
28,920
21,450
36,000 -
21,492
26,354
26,350

25,000 |

19,710
23,604

24,348
26,232

22,383 . |
36,000
18,576
22,797
19,908 | -
Lle,a83 b
Joii23,324
21,684 |
o Rk624

13,441
18,509
20,832
22,668
18,904
31,089
16,848

19,947
18,1030
16,737,
Coo23y832 ]
20,664
17,436 1 16,

14,827
18,456 .

16,226
26,671

18,574

13,248

14,196

13,593 .
o 18,427
CRR 582
17,064

-

12,453 | §
. 16,4100 §
v _16{6203:55}
13,970 1%
22,7441 K
11,6160
L4451
12,196
-:12 989

1 mom

T sam

o
.,ﬁﬂaitlmore ca.,
:Caﬁtra_tosta Cn

}ZRLV€r$1ﬂ€ ccn, Cal f&rﬂia

| Ssacramento Co., California’ o

| San Mateo €6, Caiifornxa
Lauls Ca‘, Mmsswurl

Mﬁan

20,538
S 20,130

“,-Lp-za'zoi.,

. “ffle 9953

14,253
16,840
D 1BL208

Q4815

414,070

L A7,244
©o1,814
L6276
aT.ee
15,950

*fflz ?84?.Af 

125,987

-20;974]

51?;3391;_}g;

15,618

14, 652'5f"

Overall Mean

26,830

22,407

13,978 '15,563 14,731

Source:

Expenditures, Staff, and Salaries of Planning Agencies, 1874, PAS Report No. 299,
Chicago: Mmerican Society of Planning Officials, February, 1974, Table 7.
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' T caunty hds tradltlonally pamd 1ts'pers

Cosinde the: Czty ‘cannot or ‘is unwxiilng to: follaw suit, This situvation ig:
T gomewhat aggrdvate& by the fact that the: Glty ‘has gaiﬁ gexSﬁnnel performinq

.el 1arger annual’ lnﬁre&  than the o
;Clty, they are forced to camprommse their's tandards fot ‘the. plannlng staff :

-',p;dnnlng functions - in the Pollcy Plannlng and Analysis Buresu ‘at higher:
.salarles than cmmgarable staf£ positimng wi&hxn the ?lanning Ccmmissaon

In fact, because ef ltb 3mxnt relatlonsth to both the Clty and,County
‘governments, the positions on ﬁha planning Staff should be treated as unxqua
job classifications. Salariés fox planning staff should be set by themx -
immediate employers, the Pl&nnlnq Cmmmxsszon, and based on natmonal and rEe
gimnal rﬁtes in the plannmng fleld*_" : S

e, recnmmend that the oo ieglslatxve bm&xes, through a jOLnt hndget appraval
Sprocdesy, consider the planning budget ag a3 lump sum item for a package of
splanning: SQrv1c¢s and delegarve full authority to the Planning Commission. _
(Basuming it 4s restructured s cutlined in Chapter II} to establish staff

5a1arxes, . : '

'W@ alsa .redommend that the Plannlnq COMMLSSléﬁ 1ncrease ‘the overall hgﬁncy .
._fsalary structurg to bring it into line with current national averagés in. _
corgrderoto bur the Agency in a. strong competitive position. thh other ccmmunxtzes o
S ta attract quallfled and experlenced personnel._ 1_”.;;~,, Ll R

' Further, we racammend that the exact nature of the Agancy 5 fundlnq status anﬁ
G :E 8y Qractzces be clearly communicated to new empluyees ‘at the outset. The
s Ageney s staff manval--Persomnel Rules an& Regulabicns {Memphis and. Shelby S
L ‘County. Planning Commissieon, Pebruary 7, 1974)=should be amende& ko, ;nalu&e R
3-Esact10n claxlfyxng these pﬁllc;es aﬁd pxocedures. S HELE RN .n -~-:'~”

i -‘f;,,.._ Expenditures for planning. Hemphis and Shelby' County ﬂpﬁﬁd considerably less

- and SPBE eapitd expendlturas are. ccmpared in maple 9. wi

'-: of EﬁB Jsﬁ, they spend substantially less fox planning than Comparable Cltleﬂ.

mopey on: the function of: plannlng than: comparable sxzed communxtaes* Absclute
i ”'_other salected plannan
:_a‘eﬁcles serving: jurlsdzctlons wzth slmiiar populatlﬂns,_ ‘While: thé Nﬂmphis
B dIShe}b? Cotmty glannxng~huﬁget ALy l97ﬁ“7a WAL $579 370, the: average plannlnq'
'Iib dget for th fxve ﬁlty~county“* el s gurv&yed Was' avar twice as hlgh .

: 'aa &hown in Table 9.




Exyend&tures of Selected 9lannxng Agenciesfby Jur;sd;wtxons
s the 500 GOQ tc 999 999 Pﬁpulatxon Group,1974 o

"1ﬂﬁgehéiééf”;f"

“:'#f?!%ﬁiéhié?? |

Totai Exgendxtures

per Agenty

{In 1, 030‘3 of $}

Tbtal Expenditure' " '

per Caplta

' gnsupg:s4SHﬁLas caﬁﬁf&:-&“f]fi;

ia?54}060 .

“B78.4

,753*_"

L P Cztz--(:’onnty_' o '
Indxanapo Ig-Marion Lo,,xnd.'

~ J-Horolalu Clty-cq., Hawaii

JackscnvillegAreaf_Elori&a

Louisville~Jefferson Co., Ky. R _
U6BL,000

San Francisco, California

Mean

792,000
678,000
558,000
‘695,000

1,574.6
1,692.4
758.0

- 478,9
1,384.8

1.988
2.45%6
1.358.

. 689
2.033

680,800

1,177.7

1.712

71:San Jqse Calmfaxnxa

L City
‘Cleveland, Ohio
i Dallas, Texas
1 Dunver, Colorado

_,Z'Kansas City, Missouri
3 Milwaukee, Wisconsin

] ‘National: Cap;tal, D.C..
;QNﬁw Grlaans, LOuls;ana-
“Phoenix, Ariz Zona:

,.;_-?mttsbuxgh, Pennsylvania L
]Skl Louis, Missouri =

nSan Dxeg_,_Callforn;ﬁ

Washlngtun

750,000
911,000
538,000
507,000
706,000

930, amo;f_,: 3

389,000

I 7a3.000 |
| 520,000

310.2

1,266.7

oo Bl2.9

e 1;322;4
49603

.1;62550-

43803

tlmore Co., Hazyland

1 Contra Costa Ca., Callf._-:,fiﬁ
Sl palrYfax ol Vitginia .0

liMiddlesex Co., New Jersey
 Z;Qantgomﬂry ‘Co.’ .y Maxyland @
] Riverside Co., Callfornxa 5,.-

'jSacramento Ca., Calif.

.'”,QSan ‘Mateo Co.,: Caleornia

St Louls ca., M15$0url

-Mean

B64,000)

”}§954 aoﬁ

g65.000 |
584,000
© 547,000

'5'654 QP°~7;E¥=
| 579,000 1
510 000: B
650,000

866,32

1 3351

seEil

'-464_1&[
207
'608. 2

ey
- B S

Coaddy

Clooas
o oLsea

ey 306

R B0 b i TR
-_*a;svzﬂ-_---~
_ .631 ST

654,111

850.1

1.404

Overall Mean

659,996

958.0

1.476

Source:

Expenditures, Staff, and Salaries of Plannin

g Agencies, 1974, by Gail Bangs,

PRS Report No. 299, Chicago:

1974, Table 1.

American Society of Planning Officials, February
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| Sources of expenditures. Most large planning agencies (including Memphis

“f;ané_Shexbycccunty:s291aﬁﬁingﬁﬂqmmiﬁﬁi6&??$u53§dizé;Vari¢hs3§¢ttionsy¢f;q;i,_ff,”*'

their programs with federal and state funds made available for local and
_ rﬁgianﬁl'gléﬁningTactifitiéSQanduﬁgogﬁams;.“Pléhﬁing'agéﬁé_asm ceiving
funds from: federal solrces are summarized in Table 10.  As the figqures in- -
dicate, the Planning Commission receives 'd smaller percentage of fands' -
from federal sources than the medians of the 35 agencies responding to the
survey. - ST : L R

At present, approkimately 14 per cent 6f tHe Agency's budget ($73,000)

comes from U.S5. Department of Transportation funds authorized under Seckion

112 of the 1973 Federal Highway Act. These funds, used to support the Agency's
Transportation Division, are administered through MATCOG.

The lack of additional federal funds to support Agency programs. raises serious
guestions. On the one hand, the Agendy itself has not been aggressive in the
area of federal grantsmanship. For example, opportunities appear to exist
to strengthen the Agency's working relationship with MATCOS, coordinating basic
land use studies to the benefit of bhoth agencies, Currently, MATCOG is con-
ducting land use studies under three separate federal programs. Funds availe
able under Section 208 of the Watér Pollution Control Amendments of 1972 ad-
ministered by the Environmental Protectlon Rgency ars a'particular-sourge of
federal funds which should be explored. At a minimuwm, the Agency could enter
into interagency contractual arrangements to conduct basic data collection and
‘research activities in land use and other areas which would meet the require~
ments of both agencies, ' : ' :

‘Sunmary Sources of Agency Expenditures by Jurisdictions
. in the 500,000 to 999,999 Population Group .

_ S ’-:',_uﬁhef*fﬁf3:fpe£;bént" Médian Agency
| Jurisdiction | Agencies || TPERIVADG g Recelving g - Expenditures .
B R FIE R  .;“_;né§arﬁihg;-_-_Federal.-  - Federal - ,.frquygge:a;u-:g &

N B et CLALd Ul AdE | sources (%) ol

714 e dio

SN

"c;ﬁy-COunty : :_'“ ,f _ §; ,ﬁfj

{county a4 P e L edls A 17.5

Source: Expenditures, Staff, and Salaries of Planning Agencies, 1974, by
Gail Bangs, PAS Report No. 299, Chicago: American Society of Planning
Officials, February, 1974, Table 2.




?ﬁﬂnmmlsslon g3 aﬁhlvities stemsifrcm 1

h none ‘of thess funds available to the Planning Commission {although some re-

fTAnether probiem w&th'*ncreaamng tha'level of federal SﬂPPOYt f°$ the Flannlng

: _ .e been”appropriatad- at ieast 1n gaxt-ftaithaiﬁgerc
these fun&s w_ e actu&l_ i

 §$1eh cauld[_ ve ba@n canﬁuetad

_ﬂQf akls 53 L
by the ?1annxng Camm:ssicn s ataff

_'There have also b&en seme interagency dxsputes over the azlacatlbn af communxty -
 Development Funds from HUD,_ The city initially adopted the policy of making

assessment. of this position has occurred in recent months and the final out- _
Ceome iz still unciear) The Agency is in the process of exploring sourceﬁ of .
Commtifiity Development Act funds with ‘the County, : '

In effect, the low levels of expenditures'for planning in Memphis and Shelby:
County represent a lack of commitment to the Planning Commission and its
Agency. Criticisms of the Agency’s performance must be qualified to some ex-
tent in light of the size of its staff and the lack of flnancial support for
its programs. . :

We recommend that ‘commensurate with ?f&vibﬁsly ‘recommended changes in . the -
structure of the Agency and the ‘operations of the Lommission, that the 1eve1 “
of fnnd;ng £y the Agency be substantially mncreasad._-_;ﬁ. B .

f;nanclal treuh

At the sama t;me w'f”aallze that many cltxes today are in.
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APPENDIX A—l o

G{W‘ERNWJNT?&L E‘I‘}?IC‘S AND CONFLIC’P (}F '{NTEREST

AMERICAN SOCIETY OF PLANNING OFFICIALS
1313 East Sixtieth Street, Chicago, Hlinois 60637 <~

A Code of Ethws in Planmng

Adopfed iay ?Iw memhm; cf *ﬂu Atmm f _ ';
ican Sociaty of Planning Officials, at the =
28th Annual Moesting of the Socisty, rm_: s

Aprsi 30, 1962 in Ai:aﬂhc C:fy, Nu' A

" Pmamb!e B _
- Ethical prachte has s-pecml rele

. -vance to all people who are ch&rged '
= rowithe responsibilities in public serve. -
Uiee Planners, whose  decisions and . ]
- getions have longirange conséquences -
~o v fer Jater generations, must be keenly.
L ":conmamed ‘1o adhere o ethzcal prnec

-"caples

.__'rmi ‘be an exhaustive cataiag"

U imapination’ s suﬁ':cwnﬁy rich 1o,
- discover new ‘ariaiions of old temp-
 tationg; The existence of & code sim:
©ply puts & challenge, 1o sone, 16 find
aigapiof muphuif Emphasis muost
e put not on’the letter of prohibi- -
‘tion but- on the spirit of ohservance. . =

A performance. standard -of ethical

T pation stamiard

Enfumemenz of an Eth’ica! {‘mdda: _' '

Reliance upan ‘etiminal ;}roseau :

tion for the enforcement of an ethical
code. would allow ethiral bhehavior
to rest a1 a level just abiove the

it L
-~ enforcement. are more effective for |
.the hxﬁher'{' vel of beh sht:

: meﬁheés call Tor the use o

: r:mwnlenﬁ

SR “Codes of ethms, A -commoxﬁ.'-'._”'."';."':;
: _.'adopte& ‘present 'a ‘catalog of temp. .
- tations ‘that are prohibited, Tt cans

" public. in judging the: professiona
- quality

“ however, will e as a guide to'the
‘-'mmmmce of tbe ndividual pitimen o T

';of lanning responsibilities, -

behavior will be snpermr to a speciﬁ- = .'_ﬁ!ﬁ lay, citizen member of a plan: .
S riing . eommissionor. vrban, renewal
T eorimission ot mnmg board calk
. though individual provisions -of ‘this

-code govern the sctions also of staff ~

"'presented;-_-"_'fhssa'.;- Lo i
iy mde-_.': ORI

cappointing - authg
Cthe ehmmter :

aﬁf"miga for agency ope
thons | {3_} by boards and - commis
in drafting by-laws; {4) by th

fairness of planning
itﬁ mﬁ&t Impom“ -

agencx

or practitioner-in the daily d:schurge'--_-' S

his code is written pnmarﬂy for i

members.of planning agencies. Both.
groups ‘are equally toncerned with
the applicafion of the entire code
The term “planning official™ is used




A??Eﬂslx 3«1.,_Qa1,-_1' P

zonzms REA&“QG EXﬁMIhERS

‘Bince ‘the pcsxtlon af ZOnlng Hearlng ﬁxaminer isa relatxvely new one; the Jj;'
"proeedures that govern the examlher g appaintment, h;s powersk and the appeal
procedure from his decisions vary from communxty to’ communzty. Phe followxng
table outlines the functions of the zoning hearing examiner in the principal
comnunities that have adopted this form of zoning administration. ‘these o
tables were prepared as part of a forthcoming study by ASPo* 8 Plannlng a&vxsory.-'
Service. The principal author of that study is Daniel Lauber, a R&search .
Associate on the ASPO staff. .
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