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COLUMBIA REGION ASSOCIATION OF GOVERNMENTS -
OUR METROPOLITAN PLANNING 'AGENCY -

Analysis and Recommendatlons

The following analysis of the Columbia Region Association
of Governments (CRAG) has been made’ by a group of professional
planners and associated lay persons in the Portland metropolitan
area. It has been made because of their concern about the
~quality of metropolitan planning being carried out by CRAG.

It is intended as a constructive critique of the present CRAG
operatlon and includes recommendations for change in hope that
they can be. used by CRAG to strengthen its vital role in shaplng
the future ‘0of- the Portland metropolltan area. :

CRAG was created in 1966 in response to demands by the U.S.
Department of Housing and Urban Development (HUD) that, in order
for political subdivisions within the Portland,,Oregon Standard
Metropolitan Statistical Area (SMSA) to qualify for Federal financial
assistance, an ‘agency responsible for'a coordinateéd program of
continuous and comprehensive metropolitan planning be formed. At
the time of the formation of CRAG, its General Assembly adopted a
resolution (Number 5) which clearly states that the primary ‘
purposes and activities of CRAG are: (1) to conduct a coordinated
© program of comprehensive metropolltan planning for the Portland-
Vancouver metropolitan area; (2) to adopt policies and programs
-to gulde the conduct of such comprehensive planning; (3) to assure
the proper schedullng of projects and facilities and the effective
coordination and review of all proposals for 1mplementatlon. The
- resolution further states that CRAG's' comprehensive planning shall.
be related to the stated goals and objectives of the community, in-
cluding the efficient and orderly growth and development of the
entire urban and urbanlzlng area. ,

This resolution is suff1c1ently broad to allow CRAG to engage
in all aspects. of phy51cal and socio-economic¢ planning (e.g. the
.spec1allzed law. enforcement planning program now underway) and to
review and propose methods for plan 1mp1ementat10n. To date there
has been no strong indication that CRAG .is to be any more than a
metropolitan planning agency, as presently established and-operating
-it has only a Federal review power and no legislative authority
or operating ‘agency function.



Since 1966, the Bureau of Budget and the Governor's Office
have added new responsibilities for Councils of Governments, the
review of project applications for grant and loan funds and the
establishment of development priorities. These actions have addec
new dimensions to CRAG's ability to assume a comprehensive
metropolitan planning role.

METROPOLITAN AND LOCAL PLANNING .

: The need for a v1gor0us metropolitan planning program is
based prlmarlly upon the view that problems of urban growth,
economic health and social well-being transcend the establlshed
.political boundarles of cities, counties, ‘districts and states.
These problems cannot even be properly identified and described

at a level smaller than’ the total urban communlty. Obv1ously,
.programs. to deal with these issues must be conceived at the
‘metropolitan level, although they may be perfected and implemented
only by local governments.‘<

- A metropolltan plannlng Organizatioh~should-address’itself
‘to: o

1. An ever—evolv1ng statement of goals and objectlves for
. the. entlre area.

2; lThe selectlon of the most suitable- pattern of urban
' -_occupancy-— the major concept of -a-~land use plan.ih

3. The development of basic standards to assure env1ronmental
quality.

4. }Prannlng for the economlc v1tallty of each segment of.
‘ the communlty..

5. Programs respon31ble to human needs and soc1al goals.

]6.'.The bulldlng and operatlon of utlllty and service
’ systems which’ ald in achieving. community goals and
with’ approprlate ‘'scope, cost and order of oriority.

7. The resolut;on of’ prlor;t;es,

.

8. 'The‘m0sﬁ effic;ent a11QCaﬁiOﬁgOf{resourcés;
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Coordinated efforts in these directions will assist each
~local community to define and accomplish programs of local need
and extent. Metropolitan planning, however, must be at least -
equal to local planning in competence and guality. A weak area-—
wide program cannot be expected to develop the satisfactory
guide lines necessary for individual government activities in
the field of community building. Far more responsible results :
can be attalned by worklng closely together than by acting separately.

It appears to us that CRAG presently has not accepted strong,
comprehensive planning as vital to this community. A SLgnlficant,
shortcoming has been the failure to seize the initiative in = . : ﬁ/
establishing a process for determining long-range goals and o o
objectives for the area. CRAG's recently published goal statements
are too general to be: useful and too narrowly developed to have
,broad acceptance. Also, no program to seek community part1c1pat10n
1n goal formulatlon ‘has been initiated.

Whlle research is 1mportant to any sound comprehensive:
planning program, ‘it has been over-emphasized to the detriment
of other important work. Nearly all staff effort seems to have
been dlrected towards-- ' '

.l; Research

2. Plannlng of functlonal elements to’ promote the perpetuatlon
of present development trends.(what may be termed “trend
city") without making any real effort to determine and

'~evaluate alternatlve dlrectlons for development.

3. Keeping the waters calm by actlvely promotlng present
: development trends._ . .

4. Handllng Federal grant appllcatlons w1thout proper
evaluatlon. . B '

The . plannlng that has been accompllshed by CRAG is,. in:-our
judgement, inadequate, and lacks coordination. Little effort. hae
been expended to harmonize the specific¢ or functional plans
developed, such as those for sewers. or highways, with each other
or with any overall master plan. Most important, there has been
a failure to utilize the plannlng of public-works to achieve
spec1flc objectives wvisualized in a master plan, -extension of
sewer lines, 1mprovements of highways, etc., have not been used
to encourage growth in optlmum directions.as determined from a-
metropolltan—w1de p01nt of view. Not only has research been
‘over—-emphasized, research .studies have been used for purposes for
which they are not .intended or designed; e.g. a study of Wilbur
Smith & Associates clearly stated its specific purpose and the-
limitations inherent in its. data, yet it has beén used as a
de facto general. plan.



1970-71 WORK PROGRAM

A metropolitan planning agency should have a long-term
work outline, a schedule of tasks to be completed and an
"identification of the desired status of accomplishment at various
stages. Resolution Number 5 (referred to earller) contains a
generalized short-range program, stating six work elements and
a target date for completion. While these elements have now been .
- published, no outline for work in future years has been developed.

. Con51der1ng the scope of the present work program, which
. 1is to be completed by June, 1971, it is our oplnlon that an
* adequate plan cannot and will not be formulated in so short. a
- time. Again, this work program appears to be addressed primarily
~ to research. A plan developed under these conditions would have
no depth of acceptance by the member governments or the publlc,
and would be little more than a "back room" effort with the main
if not sole purpose of meeting a HUD time schedule. The emphasis
-on covering all bases to maintain fund ellgiblllty without a
_commensurate -concern for quality of performance is.not
‘responsive to the real needs of this metropolitan area.

The primary concern should not be the HUD time schedule,
but preparlng a quality plan -and instituting.a proper plannlng
process for the de31red development of the metropolltan area.

’RECOMMENDED PROGRAM

'CRAG has developed one generallzed metropolltan plan, but
it is only a composite or patchlng together of existing individual
~plans for  future development in each of:the constituent juris-
dictions within the metropolltan area. - :-As such, it represents
- the necessarily narrower vision -of each member area w1th few
metropolrtan-wrde considerations. v :

- The comp051te-represents one option, the one that would .
result if CRAG did not exist; it only shows how the Portland
area  will develop without a metropolitan plan, ‘without metropolitan
‘goals, without metropolitan direction. There 'must be other options
‘and the community at large must be involved in the evolution of
the option most appropriate to the ‘entire Portland metropolitan:
area. Within thé tfime .allotted in the present work program (as .
noted above), no staff could prepare a metropolltan plan reCOgnlzlng
options and 1nclud1ng communlty partlc1patlon in. the plannlng ‘ '
‘process. :

We strongly recommend therefore,-that regardless of present
HUD time' schedules, several alternative concepts of directed urbar
growth ‘be prepared with certain specified’ metropolltan-WLde goals
'in mind; and that these alternatlves, along with their goals and
‘public policy 1mp11catlons, be subject to the widest poss1ble
publicity with the deliberate: 1ntent of: generatlng .community °
“dlscus51on and evaluatlon.;
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The resulting reaction, both from the general public and
from their elected and appointed policy makers, should form
the basis for a consensus plan complete with proposed public
goals and policies that can be adopted by the CRAG General Assembly.

Once adopted, such a plan must be the basis for more detalled
planning and for the redesign of the several functional plans
(water, sewers, transportation) that have been previously prepared
by CRAG and which now foster "trend city" development. . It is '
through its power of review over federally assisted capital
improvement programs which will implement these functional plans
that CRAG can, if it will, exert a powerful influence on shaplng
the metropolltan area ~toward predetermlned ends.

As a start toward these ends, we suggest the follow1ng , R
activities for the planning division ‘of CRAG for the next several
months: : .

1. -Develop a new short-texrm work program'(S'years) and a . -
work schedule of elements for the next fiscal year.

2.- Refine the goals and dbjectlves statement (ThlS should
_be a contlnulng act1v1ty) .

3. Evaluate the strengths and weakriésses of . the Interlm
Land Use Plan.’

4; Identiwaand rank the more fixed features (givens)
of the ‘area.

5. Determine theé soft areas which constitute the possible
directions of future growth or change.’

CRAG ORGANIZATION AND MANAGEMENT

In order for CRAG to carry out its stated function as a
,metropolitan”planning agency, CRAG must be well organized and
managed adequately staffed, and should seek community part1c1patlon
'in the planning process. Therefore, we have felt that this
paper must go beyond the fore901ng general evaluation of CRAG'S
planning program and also examine CRAG in some depth

CRAG is organized at. WO - levels‘ the member agenc1es and the
staff. The member: jurlsdlctlons part1c1pate as the General
Assembly and-its Exeéutive Committee, both composed of elected
officials, and the several advisory committees composed of
technical personnel from the members, sometimes augmented by
technicians from other entities.  The staff is divided into
divisions related to the general work: assignments. . Management
dutles are performed by ‘the. staff



A. CRAG Organization
l. The General Asaembly

The General Assembly 'is, in fact, thé Columbia Region
Association of Governments. Its function as policy
maker, coordinator, and implementor of programs should
be strong. - Since formation, however, it has played .

a minor and largely ineffective role. Presently, the
Assembly meets semi-annually, only for generallzed
_rev1ew of program status.

ReCommendations

a. - The Assenbly should assume a much more dominant
place in the leadership of CRAG and should enunciate
the purposes -and functions of CRAG as guidance for
the Executive Committee, the Chalrman, the Advisory
Commlttees and the staff

" b.. The Assembly might be organized into functional
" action committees in order to develop programs
- for plan- lmplementatlon.»

~c. The Assembly should develop methods to 1mprove
_llalson between member jurlsdlctlons and CRAG.

"d. The Assenbly should be served byylts Executlve X
Committee, Chairman, and staff on a regular and
meanlngful basis. : A

- e. 1 systematic communications system should be : -
' established so that the Assembly may be effect1vely=
informed. .

" 2. The Executive Committee

. The Executive Commlttee is desmgned to act on- matters of
pollcy, budget, work programs, plan formulation, etc.,
in the name of the General Assembly. It has not been-

_ completely successful in. fulfilling its duties. Much .
‘time ‘and valuable leadership has been wasted .on the routine
‘review of applications for grants.and loans, and. there - '
‘have been no apparent efforts on thé part of the staff to
press for changes .in this pattern.~ Recently the Executive
‘Committee itself has begun revising. its agenda with a

- view to assumlng a more effectlve role. Further progress:
is needed 1n thls area. : U ' S




Recommendations:

de

The Executive Committee should rederine its role in
the CRAG organization and adopt methods necessary
to achieve them. '

The Committee should direct the design and implementa-—
tion of a continuous planning process of goal develop-
ment and review, metropolitan concept planning, develop-
ment of plan elements in the proper order, and methods .
of plan realization.

‘The Committee should direct the staff to propose and

implemént a revised management and reporting system to
help assure greater efficiency and hlgher quality
of work

. The Committee shouid develop clear statements of

purpose and a series of guidelines for Committee
performance, "staff performance, and local area

.responsibilities.

New fields of activity for the Committee or the staff

‘should be carefullz evaluated by the Committee in light

of .the “primary duties now: assumed. ' The thrust of the
CRAG. programs must not be blunted with unnecessary

“and untimely expansions of resp0n51b111t1es at this
_stage of basic plan formulatlon.

AQVlsory Comm;ttees-

The Ad&lsory Committees are- organlzed at two levels:
a General advisory Committee and several special-function

advisory committees. All are composed of technicians from

the member agencies, sometimes augmented with other tech-

3

nical personnel from other sources.
'General‘Advisornyommittee

The General Adv1sory Committee is intended to have a

direct relatlonshlp with the . .Executive Committee.  This

Advisory Committee now meets regularly for the sole .

purpose of rev1ew1ng and actlng upon grant appllcatlons.
The work load is thus related to ' the number of ap-

'pllcatlons ‘submitted. Very little staff assistance is
given. 1In fact, the Committee functions as -a staff

for the Executlve Committee; each’ member must do- hlS own -

'lndependent analysis of the project at hand -and formulate
'a proposed course of action based upon his personal visior
~of ‘a total: objectlve._ The technical abilities and higher

salaries 'of the Commlttee members are not belng used
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effectively in this way. The Committee'has’no res-
ponsibilities for CRAG program . design, for coordination

0of staff work or the review of the act1v1t1es of the
<functlona1 adv1sory commlttees.. :

Recommendations:

(1) The charge to the General Advisory'Committee'
should be re-evaluated and re-directed.

(2) The grant application review process should

' be streamlined. More work in.this field .
must be done by the CRAG  staff and reported
with recommendations to' the. Commlttee.

(3) The Committee should rev1ew and -assist in the .
coordination of the activities of the functlonal
adv1sory‘comm1ttees.

(4) - The Commrttee s recommendations'should be sub-
mitted directly to the Executlve Committee in
. wrltlng.

(5% . The" Commlttee should play a more' actlve role

' as advisor to the Executive Committee in the

development and execution of the staff work
program. '

‘Functional Advisory Committee

Several Functional Advisory Commlttees have been

established, generally related to the functional-:
planning programs of CRAG.. Some ‘are well established
and play relatively stable roles (é.g. Technical

Advisory Commlttee of the Transportation Study).

Others are ill-defined as to membership and fluid

as to resp0nsiblllty (e.g. "Planning" or "Environmental
‘Quality"). Few clear statements of purpose have been

developed for these groups. . There is no apparent

,correlatlon between the several commlttees.

In some respects;, the committee members are expected

to functlon as extensions of the CRAG staff., This sit-
uation has’ been used to explain- why the CRAG staff
can remain small, technlcally weak and ineffective ir

initiating and carrying out adequate vprograms.



At the same time, evaluations of program content by
committee members, as well¥as corrections of factual
data, are often ignored or Yerbally explained away
by the staff or answered with glowmng descrlptlons
-of program accompllshments.

‘The Functlonal AdVLSory Committees are not being used
effectively. Committee meeting agendas freguently
.cover a wide range of subjects, only obliquelylrelated
to the committee purpose. At ‘the end of a project:
time schedule, the committee is often asked by.the
CRAG staff -to ratify a hastily concelved and executed
product -~ 'in order to meet a newly announced dead-
line. The sincere and dedicated members of these
committees are frustrated because their time and
efforts ‘are being wasted.

Recommendations s

(1).,The_organizational structure of thelFunctional
'~ 'Advisory Committees should be related to the
-functional'elements of'the CRAvaork'program.

- {(2) 'Commlttees should parallel the staff lelSlonal
S oorganlzatlon. . : :

(3); Statements ~of purpose and spec1flc charges to
.. -each commlttee should be wrltten.

'-(4)u”Relatlonsh1ps and communlcatlon between
committees should be establlshed

(5) A system for the initiation and review of the
' plans and projects of CRAG and. the member jurls—
dlctlons should be developed o

"(6)1 Quallflcatlons for membershlp on committees are
needed. Each jurisdiction should make regular .
partlolpatlon of its- representatlves mandatory.

(7) _Content of committee meetlng agendas must be ,
k related to the commlttee function and the . CRAG
work ‘program..
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Staff Organization

The CRAG staff is organized in functional'divisions related
to the major elements of the work program and to management
elements. This structure is -appropriate to.the functions’

-ass19ned but the working relationships between divisions

are unclear and the management and reporting systems need
greater attention. PFurther, there are not strong relation=-
ships between the staff divisions and the Functional.

‘Advisory Committees.

Recommendations:

_l,f'The responsfbllltles of each dlv1s1on head and his staff
' must ‘be clearly established.

2. A team relatlonshlp must be created so that the staff
- may work purposefully toward common objectives. Exchanges

of information and review of work must be on-a regular

basis. : ,

3. . A functional relationship must be created between ‘the

division heads and the Functional 2dvisory Committees.

‘Quality of Staff

The attitude of the CRAG staff has been to REACT rather than
to ACT. The staff has had a tendency to allow its work to
become an end in itself, rather than clearly directing its
efforts to the attalnment of 1mproved metropolltan llvablllty.

.There does not appear to be any acceptance of: the concept

that the planning work of CRAG could 1nfluence the course’
of urban development in positive ways. The "Interim Land Use

“Plan" is sufficient evidence to illustrate, in our opinion.

that the present -quality of the plannlng effort 1s below :

acceptable: profe551onal standards.

The Plannlng staff of CRAG should be at least:as competent
as any in the area. .It should be able to establish and -
maintain a pos1tlon of professional leadershlp -in the
plannlng funiction. The planning departments of the menber.

~Jurisdictions have no metropolitan-wide responsibllltles.
JOnly CRAG can and should assume thls role.x-,

. The- management qualltles of the Executlve Dlrector must be

properly utlllzed to:realize the full potentials of the CRAG

“organization.:: Among -other - thlngs ‘he should have: -
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1. Policy guidance from the EXecutive:Committee.

2. ' An organizational structure with clear lines
of authority, responsibility and process.

3. Strong and capable division heads who can work
together.  He should be able to rely upon their
"professional and technical qualltles rather than
substituting his own in each fleld.

~The quallty and the depth of staff should be realistically-
related to the adopted work programs and responsibilities.
Planning positions should be filled by professional planners
-and specialists. should be employed through the addition of
‘new positions instead of by. convertlng plannlng positions

as has been done in. the past. : }

‘The staff (and the Executive. Commlttee) must develop a
phllosophy of positive influence on the . course.of events. and
‘a vision of .the potential for the future. of this area. A
sense of program contlnulty can thus be formed -

. In order to assure the success of ‘the prlmary functlon of
CRAG, that of a metropolitan plannihg agency, the Planning
Division must be the: equivalent of the other staff divisions.
Each of the CRAG division heads should be called upon to
report directly to the Executive Committee and should be
made responsible for their recommeridations and for their
accomplishinents.’

Récdmmendations-5

i; In order to fulflll its’ responsibllltles for metropolltan
"~ planning, CRAG must have a competent staff with strong
and knowledgeable leadexrship.

2. It is absolutely essential that more monies be appropriated
to provide sufficient staff and to pay the salaries
‘necessary to. compete with- other jurisdictions for pro-
fe881onal personnel :

3. CRAG staff must include both a hlghly quallfled planning

' director and other competent professional’ planners as
found necessary to accompllsh plannlng for the metropolltan
area. . . y :

4. The Plannlng Director, belng respon51ble for metropolltan
plannlng,‘should report directly to.the Executive Com—
mlttee and.the Assembly



December 15, 1970

Mr, Eldon Hout, Chairman

Columbia Region Association of Governments Executive Committee
429 S. W. Fourth

Portland, Oregon 97204

Gentlemen: 7

At your November 20th meeting, we were directed to prepare a report to you
respecting the organization, operation and financing of the Columbia Region
Assgociation of Governments., This directive was broadly defined in the following
three questions: '

1). What should be the scope of CRAG goals and objectives?

2). How should CRAG be organized in order to achieve maximum
"~ participation from members and non-members for the accomplish-
ment of CRAG goals?

3).. What should the level of financing be to meet the above and how should
this obligation be raised?

The attached report attempts to answer these questions and represents our recom-
mendations to you., It is our hope that these recommendations will result in a
strengthened administrative structure for CRAG and provide the means whereby
your committee and the CRAG staff can accomplish the important role which a
council of governments can serve in a metropolitan area, Several of these recom-
mendations will require an amendment to the CRAG constitution and, if approved

by your Board, the Executive Director should be instructed to prepare the necessary
amendments for consideyation by the Gene ral Assembly.

The Advisory Committee met frequently for long efforts to complete this report.
Homer Chandler, the Executive Director, was in attendance at every meeting and

offered assistance and cooperation at all times for which we extend our appreciation.

We will be in attendance at your special meeting December 21st to discuss this
report with you and answer any questions which may arise,

m Em%itte d%‘, w27

Richard Milbrodt, Chairman
CRAG Advisory Committee

RM ‘1w



REPORT TO CRAG EXECUTIVE COMMITTEE

Prepared by: Advisory Committee

I.

II.

December 14, 1970

GOALS & OBJECTIVES:

In order to define the role ofICRAG a careful examination was made of resolution
no. 5 adopted by the General Assembly in November, 1966, (Copy attached),
This resolution sets forth the purpose of CRAG and describes'goals and objectives

to meet that purpose.

It was our finding that the resolution is well written and doeé not require revision

ét this time, Rather, it appears necessary to more frequently examine the statement
to be certain tt'xat_ CRAG is tﬁeeting its intentions, iAt the same time, barsed on
experience of the first four years of existence, sﬁome adjusi:mént is needed to the

organization, staffingi and financing of CRAG in order to achieve the intentions':of

resolution no. 5.

ORGANIZATION:

Present organization was analyzed and evaluated against cqristructive criticisrns related
to the procesgsing of matters, completion of staff work .and over-all performan-ce of
CRAG. These criticisms basically are:
a}. Lack of participation in CRAG decisions by non;membe'r agencies with consi--
derable interést in the subjects; |
b). Need for improved comrnunicafion between various advisor-f committees,
staff and the Executive Committee; and,
c). Need for increased attention to a general plan as Oppo‘se‘d:_to the highly

specialized elements of the general plan,
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Continued

Attached is a revised organization chart which we recommend to you as a means

of meeting the above three points, The primary features of this organization are as

follows:

1). The name of the Executive Committee should become Executive Board and the name

2).

3).

of the Advisory Committee should be the Advisory Board. .All other Advisory Commi-
ttees should be known as Technical'Committees.

The Advisory Board, or a representative, should attend each meeting of the Execu-

tive Board. Further, the Advisory Boa.rd shouid be concerned with the full spectrum

of management responsibilities with respéct to thervmaking of recommendations to the
Executive Board for consideration. This includes: 1egis_1.ation, budget, re-organization
proposals, public rglations and general administration, ‘As rthe needs 6f these
responsibilities require it, special ad hoc technical committees can be created.

The CRAG memberahip base needs to be broadened and a framework created for
maximum contribution to p!olicy formulation and prograrﬁ 'Aclﬁievement by the appro-

priate levels of constituent members,

To ;ccomplish this last point, we recommend establivsh»nie‘nt of six functions, or
departments, within CRAG. Each function would be served by both CRAG staff and

a technical committee composed of constituent members. 'I‘his'vwill create a dual
structure of staff organized together with supportive advisory panels (Technical Comm-
ittees) at all levels to improve the breadth of work, offer well supported alternatives:

and provide the Executive Board with a st ronger position from which to make decisions.

The function and role of CRAG staff is to provide staff work under the direction of

the Executive Director through the department heads (e. g. transportation planner).
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‘Continued

4),

The staff and technical committess inter-act to provide recommendations to the
Advisory Board and on to the Executive Board. The staff should challenge the

Technical Committees with alternatives which represent the regional or metropolitan

approach to problem solving.

The Technical Committee should be responsible for developing COncepts and
approaches for the planning process and be reacting with andAto staff prepared
materials for a final recommendation. To function effeétively in this matrix requires
considerable attention to inter- and intra-group coordination and with staff and
committees.

Functions which the CRAG organization should inclide within its framework are:

area development, transportation, public services, social ;ervices, justice and

education. The sé functional programs are defined as planning for the re_gioﬁal

aspects of:

Area Development - Includes comprehensive regionalland use planning.

Transportation - Includes air, surface, water, rail and transif:.

Public Services - Includes sewage collection and treatment facilities, water supply
and distribution systems, air pollution, noise pollution, solid
wagte and surface water and flood control and related public services
functions.

Social Services - Includes housing, health, welfare and recreation.

Justice - Includes law enforcement, court systems,.- prosecution of crime,
rehabilitation of oifenders, custody of offenders, probation and related.

Education - Includes elementary, secondary, community college and higher education
activities.

Note: Not listed here but shown on the original chart is a group called "'Support
Services'. This is a housekeeping activity for the management of CRAG,
does not require a technical committee and is not considered a functional
program for the purpose of this report,
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Continued

5), The Advisory Board should be expanded from its present nine members which
represent constituent members of the Executive Board to iﬁclugie at least one ex-officit

member from each of the six functional technical committees,

6). The Executive Board, from time to time, de?eﬁding dpon the subject matter before
it, ma;r expand its m.e-mbership on an ad hoc ba:e.is to inciude representation from ;the
policy nqaking memt;ers of the pé.rticular jurisdiction or agenf:y c.;mcerned with the
subject. .F;:r examplé, in the field of transportvétion when the Executive ﬁoard is
scheduling aec‘irsions th;a.t involve the transtrté.tion‘functi.on, the(mémbér;hip___fxf the

Executive Board would be expanded with voting rights extended to persons fx;om the

policy making body of the appropriate transportation agencies,

| I STAFFING AND FINANCING:
a). Staffing:

" Following z;.doptioh of these propos. _ _ y oo o -waued that the |
“assignment of the Advisory B'_oa_rd, CRAG staff and 'Technical Committees -
should be to éefe;'mix.ae what the scc_)pé of CﬁAG"s role} m regional pié.nnirig is. |

_Until‘this o - is resolved, it is almost impc‘;ssibleto.fietern.lihe" thé_ size
of staff and level .of financing that Wili allo?v- CRAG to mee’i; its obliga}tions. . However
to.meet>.CRAG.‘s n’iinimum n.ee'ds,fwe reco.mmeﬁd':that'the Executi‘;'e Boar‘d approve

- at'this time the creation of three new pbsitions: ’I'hese s‘hould be: o

1).- An Assistant Director whose primary duty will be to coordinate the planmng
efforts of the func:tmnal departments, :

-

2} A."I’ransporta.tion Directoi'; R | o ' PR

- 3). A Transit’ Coordinator who wﬂl serve under the dlrectmn of the Transportatmn
Du-ector : : :
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It is further recommended that CRAG should seek ﬁnanciz_a.l assistance from the-

Oregon and Washington Highway Divisions to reimburse CRAG for the salaries

of the two transportation personnel.

It is further recommended that the 1971 - 72 bﬁdget be increased sufficiently
to finance the position of Asgiséant Directof‘ and that this position then be filled

immediately.

It should also be pointed oﬁt that the three new positi_oné s'h-o.uldr be considered
as minimal in meeting CRAG's staffing needs. Therefore, we suggest ,tl.laﬂ.t the
Executive Board s.hoﬁld be prepared to supplement the current budget

"p'rior to the 1971 - 72 year or an increased hew._blrudget wl’nen.the staffing needs are more

definitely understood.

It 1s suggested as salaries for the three positions:
$22,500 - As;i'stant Direétor . |
$20, 000 to $21, 000 - Transportation Director
$18, 000 - Transit Coordinator
B)., " F'inancing:
,It‘ is recognized that approval of the recommendati_onsv.in this report will |
réquire an in‘cr;;aa',s‘é in fina-néing over the current levei; ' Itr%'s'o'ur belief;. :
however, that CRAG has compléted its devélopmentéeriéd a_.ndr mu'st‘now improve
its deptl; and Vc;ap‘abllit-y of staff in order to m‘é_re effect}vély-me'e.t area wide
regional .plannin'g_need s-. Thisr"r'equires an 1mproved‘ financl.al b’aée. T'o. gcéomp—
:lish this, Wei'ecommendse‘verai{,app’roaches, all of ;Vhich'shoﬁl'd"be pursued

‘a8 no-one alone can relieve the present fiscal dilemma.
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).

2).

3.

State Appropriations: The State of Oregon has expressed a sincere interest
in councils of govermﬁents as they offer the only rr;ea.ns to keep local gbvern—
ment functional. at the same time that area-wide requi"rements are attained.
The time has come -for deﬁnitg financial aid for the CRAG to ineet its obli-
gations. CRAG members should exercise all available means to produce
state financial assistance. commencing July 1, 7197'1.

Associate Memberships: In keeping with the concept of expanded participation

in CRAG activities, the Executivé Board shbuld,give consideration to a form

of membe rship other than that enjoyed by the present constituent members.
This alternate form we would de signate "'associate membership, " The amount.
of annual dues for such membership should be detérmined by the Executive

Board based on. recommendations from CRAG staff. Associate members would

belextend-ed participation of staff persdnnel on appropria’ce Technical Comm-

"jttees and members of the policy-making board of associate members would

" be.extended vof»;irng privileges on those subject matters of direct concern.

Speciai Contfacts: Immediate attention sbould be éiven to exe'cution_ of contract
agreemeﬁts with agencies holding major interg st in the CRAG work brogram
without a requirement for voting rights. One such example ‘woulc'i'be highway '
derp-artrnents ffom Ofegbn and-Washvingtgn. Such a ;ontract a'gr‘eement_wo.ul__d
enable recruifmenf: and retention of highly ‘quali,fierci prrofess.icr)nal staff on a
.t:orx_tihuing basis. A‘gé.in, pirecis.e recomniendai_:ioné~from CRAG st;ff are

needed as to amount of contract and type of agency th_ié policy would cover.

4). Fees.': Consideration should be given to requesting federal agencgies to pe;mit ‘

j._pray‘mef_nt to CRAG ( and other councils of governmeénts) from each
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grant program approved for an agency within the jurisdiction of CRAG.
Such payment ;,ould be either per-cenfage‘of the grant or a processing fee
based 6n a fixeé ambunt per applicatioﬁ.
fj). Per Capita Assessmeﬁt: As a last fesort, considera.tioh needs be given
to raising the per ca..pita_ as seésment paid by const'itﬁent mem.bers. This is
nc;t i;he :,Eirsi; priorityr for revenue in recognition of. mdnétary limitationhs facing
all mémbérs. 'Realistically, however, this équrce éannot be overlooked and inA
the last ’anal.ysis.:, is::thé only method to compensate the dRAG tréasury should

the ébove alternates be proven not feasib_le or inadequate.

General Management:
Two additional items warrant attention by the Executive Board which do not fit

into any of the gbove categories but arevindirectly included in all of them. They

are: allocation of grant priorities and physical facilities of the CRAG organization.

1). Grant Pri’oﬂties}_ One iraportant role of CRAG, to date under émphasized,
is to assign prioriﬂéé to federal gra;nt-‘applicatio'ﬁs 'go éhaf regibﬁal .needs
' aie met on an o'rdeirly’ basis. At the pfesent time, gran’c—rin—a'id‘f applications‘
are processéd as submiftedrby thera.fpplica‘nt and the review by CR{XG has been
-to assure no conflict w'i?h‘ eAxist'in'gvplanrs or previously é.pproved grénts. It is
_ r_ecbmmer_lded that the CRAG staff be authorized\ to develop é. fhe#ns o_f ?rating
grants in rt.e-i'mé of régioﬁal needs and present s.uch a rating system to the
.E;ﬁecﬁtivg Board for cc;nsider_aéion. T'hirs would pe%mif a mé'anvs:fror guiding
'fede:_'al a.vn;] state ageﬁcie s. .'as to the; r_e}ativé nééd ‘fqr. gré.rﬁ_:s én a:n a_.rea—wllde

- . -

“scale over and above the immediate'qualiflcaitioﬁé of the applying agéncy;
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2). Office Space: Present quarters.for CRAG are inadequate. No room
exists for staff :expansi.on, office layout is a.wkwé.rd for efficient manage-
ment, buil&ing transportation is unacceptable, parking is una;vailable
in conjunction with the office. and méetiﬁg fa.cilif-:ries do-n(}>t meet the

needs of the groups which must meetrthe*re. it, is therefore, recommended
new facilities be acquire‘d for occupancy on or before July 1, 197-1 and

the cost thereof be included with‘rthe added financing whicﬁ this report
prop05e§. |

»Ih conrsidering new quartérs, if is recommended that space be ample
enough to accomodate needs of the Metro Service District and any other
similar metropc-ylita_n opefatiﬁp. ' This‘would bg in keeping with the

emphasis that we believe need be placed on area-wide regional planning.

#HHE
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December 17, 1970 -

Executive Committee

Columbia Region Association of Governments
429 SW 4th Avenue

Portland, Oregon 97204

Gentlemen:

Subject: The attached paper entitled:

COLUMBIA REGION ASSOCIATION OF GOVERNMENTS-
OUR METROPOLITAN PLANNING AGENCY

Analysis and Recommendations

For several years there has been increasing concern, not
only among professional planners but among some other people as
well, about the quality of metropolitan planning being carried
out by the Columbia Region Association of Governments (CRAG).

Consequently, during recent weeks there has been a series
of meetings of professional planners and associated lay persons
in the Portland metropolitan area to discuss this problem. These
meetings have culminated in approval by the group of the attached
paper - the result of final careful revisions of a third draft

discussed by the group.

We realize that some statements in our paper may not be
new to you due to recent work along this line by the Advisory
Committee and the Planning Directors Committee at your request.
However, we believe the material in our paper will supplement
those efforts.

, Moreover, our group feels that it is essential to make our
views fully known because:

a) it has»become rather well known that we have been discussing
CRAG's planning efforts. »

b) most of the material in our paper was included during the
-month of November and our third draft was completed
durlng the. first few days in December.

A Commlttee of our group has discussed this paper with Mr.
Homer Chandler, Executive Director of CRAG, and a copy of this
letter and the paper are being sent to him.



Executive Committee

Columbia Region Association of Governments

Page 2

December 17, 1970

We sincerely hope that our analysis and recommendations
will help to improve metropolitan planning in the Portland area.
A committee of our group can meet with you at your earliest
convenience to discuss our recommendations. . :

‘The names of those who have
are listed below.

cc: Homer Chandler

NAMES OF THOSE APPROVING REPORT:

Robert S. Baldwin . puwed-fe
Rodney O'Hiser - p~At.
Frank N. Frost - (et
Kenneth R. Hampton. pet
- -Thomas M. Poulsen -g-q ?S.0
Arnold C. Cogan: A G
~Arthur. J. Schlack - W«” ™
~Edward F. Wagner - f¢7 .
~Roger J. Budke ~Cnham
Richard E. Lakeman - ¢~
~-Bradford L. Blandin - %"
__~John M. Holst - P~ fevmedd b
~James P. Holl .-{*-

!-‘A.\,..[/ ‘ o,

approved the attached paper

Respectfully submitted,

Dale D. Cannady
Chairman Pro-Tem

2947 NE 88th Place
Portland, Oregon 97220
Telephone 254-1428

Dale D. Cannady * ?ﬂ/.' . Pw@‘xeﬂ.ﬁ‘[
Curtis R. Close - ymad A G =

Nick Stefanoff - - Ywwf.lo [t

Richard D. Brainard o EH R oo 0T
Raymond A. Boucher =  — A~dhiitel .Ciom
Ronald W. Johnson .
Spencer H. Vail - o y
Gordon C. Clark - P
John McCormick
Willard Rhynsburger - -
John G. Perry - - Pt
ytr - Ly

Wink Brooks ' -
Terry D. Sandblast -

At the time of mailing, others are still considering approving

this paper.



Memorandum to Executive Committee
Page 3
December 21, 1970

comment we received from the directors was that we were attempt-
ing to do too much in too short a time.

In our meeting of December 9, I again outlined the five steps
suggested on page 5 as the approach to developing an area-wide
urban concept. It's gratifying to me to see that those planning
experts who,at least in the case of some, have for the past few
weeks been pleading and plotting 'to get Homer" and to place a
professional plamner in the Executive Director's position are
now following his leadership.

I do however wish te point out that the premises on which these
critics base their objections are in my opinion generally not
valid and they either misunderstand the policies we have.followéd
or they are disputing the wisdom and leadership of.the elected
officials of the area. To further explain:

POLICY OF CRAG:
Resolution #5
The General Assembly members adopted a resolution setting
forth what they wanted CRAG to accomplish. Their first
statement of instructions says, ''Comprehensive planning is
recognized as a continuing process." WNext is says, "It is
necessary and desirable to adopt policies and programs in
order to guide the conduct of comprehensive planming to

assure the proper scheduling 6f projects and facilities."

The next point made in Resolution #5 sets forths a schéduling
of work. It says that our first efforts were to develop:
See Items 1-7, page 2, Short Range ~ Emphasize Existing

Plans

_ When we analyze these three points I believe they say one
thing - Develop Interim plans that can serve as the founda-
tion on which we can build more detailed and lasting plans.
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This policy was further emphasized by three other actions
involving the Executive Committee and one action involving
the Planning Directors. These were:

1. In relating the development of the various elements
of a Comprehensive plan, I suggested the need of slow1ng down
and perhaps even stopping the actual construction of facili-
ties that would have a vital impact on planning. The reply
of the Executive Committee was (1) the area cannot stop
improvement projects, therefore, deve10p plans that will
reflect immediate needs and. long-range goals and then each
project would be evaluated as to which category they fit

into.

I submit to you that of all of the projects, partieularly water,
sewer and transportation, mot one'has been developed that did
riot meet an immediate need of existing communities.and all have
been coordinated with each other plus with land use concepts.
There has not been one project constructed since CRAG-began
operation that mitigates against this area's ability to alter
or reshape its urban form 1f that's deSLred except in the

-case of the Hockinson Water District in Clark County.

The Planning Director's action I referred to came in the form
of a unanimous recommendation that CRAG use the trend city
concept to meet its short range land use planning responsie
bility. This action was taken in a meeting held in Lloyd
Keefe's office on a motion by M. Baldw1n, seconded by

Mr. Dale Johnson.

The second action of the Executive.Committee that guided

our policy of déveloping interim plans that would serve =~

as the basis of future planning was the instruction that
we should’ take the composite of all land use planning in
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the area and project this to the year 2000. In order to
do this we had to make the assumption that the policies of
Trend City Development would continue in the years ahead.

Finalli on this point,'the Executive Committee, meeting in
Vancouver instructed us to move forward on an urban forms

study but that in so doing one criteria that must be used

is that of allowing industrial development throughout the

area so as to guarantee each community a sound tax base.

Now I submit to you we have completed each of the tasks
setforth in the short range and this community is in a far
better position to develop orderly than it would be other-
wise. 1In fact the only real obstacle we face in taking
these interim plans and using them as a spring board to a
finer program is either the lack of vision and/or commitment
on the part of some of our planning technicians. This same
reluctance is not apparent with other technicians such as
City and County Engineers and Public Works Directors,thus
we are today in the implementation phase of the facilities
development.
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III.

Planning Concept:

One of the major questions raised in the technician's position
paper tends to repudiate the development and use of interim plans.
I would submit again the thought that many outstanding concepts and
plans have never seen the light of day because they were based on
thoughts and ideas that were not acceptable. The lack of acceptance
often has been based on the fact that the plans called for too much
with too little understanding. The planning process must be an
evolution and the development of an ihterim plan, one that answers
immediaté needs while at the same time pointing to the need of
further planning for a better community is the first step.

The position paper accuses both the elected officials and the CRAG
staff of poor quality work because of interim plans and infers
that a so called "professional" organization would never stoop to
such a practice{

It may be of interest to note that after at least eight (8) years
of trying to develop a "Grand Design' the Seattle COG, the Puget
Sound Governmental Conference is now calling for the development of

.an Interim Land Use Plan. The Council of Governments in Eugene

adopted an Interim Land Use Plan, this too coming after a large

citizens committee had failed to develop a "Planners Plan." Also.
ABAG, San Francisco's COG,has adopted an interim plan which is to
be their basis for further plamning. Others can be enumerated but

‘these three, I recite because they are the three that CRAG is so

often compared with. Apparently our poor quality of planning must
be shared with highly recognized égenciés, all of whom have larger
budgets, and larger staffs, than CRAG, and some are directed by
professional planners. -

CRAG has mot, however, just "patched" plans together. If the
planning technicians will honestly and sincerely study the policies
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and! goals undex” which CRAG has worked), f‘BeEfeve,tﬁey5waD have
to admit that, if these plans are followed and the improvements
scheduled according to a priority system, we can shape the future
of this area in a sound, progressive manner. |

- This possibility becomes even more likely because of one other

CRAG policy, that being--plans to be of value must be implemented

and the cities and counties, in order to implement regional concepts
must have the political tools with which to work. This policy led the
Executive Committee and the Executive Director to support and help
obtain passage of bills that created the Metro'Service‘District, the
Boundary Commission and the Unified County Service law. Each of these
agencies were viewed as a partner with the cities and counties, |
through CRAG, in the design and development of the metropolitan

area. Together this group*haé the capabilities of shaping this
community along any plans provided the plans are saliable.

In conclusion, I submit that those individuals who have indicated
their concern with CRAG's program have failed to see the orderly
plan that has been followed. - It reflects the following pattern

a. Develop acceptance of regional concept.
b. Guarantee political leadership in planning.
‘¢c. Set forth goals and objectives that:

1. Answers immediate needs.
2. Points to the future.
d. Develop interim plans that:

1. Guide short-range improvements.

2. Serve as a springboard for more detailed
planning for future growth.

e. Provides for the ability to implement regional plans and
systems.
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I submit that in following this work outline, CRAG has given
definite leadership and direction to this area and that the

CRAG staff has performed admirably and in a most professional
manner under the most difficult conditions. Instead of condemna-
tion, they deserve the greatest respect from their employers,

professional associates and the citizens of this area.

Yes, we do need to look at ourselves now and ask, can we now
proceed into the next phase of our commuhity development.
Because I believe in this need, the CRAG staff has fully
cooperated in the efforts of your Advisory Committees to
strengthen the organization. ‘I am of the opinion that nothing
but good can come from that exercise, but I submit those efforts
have been carried out in'a spirit of objectivity, open give and
take in diséuséions and with no spirit of animosity towards any
individual or group.

In this manner, real progress, I believe, has been made. I salute
those involved, including the Planning Directors. I only wish that
thoseiindividuals'whose names appear on the "white paper" had been
as forthright,in_their efforts to,improve'CRAG;]'
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