
December 15, 1970 

Mr, Eldon Hout, Chairman 
Columbia Region Association of Governments Executive Committee 
429 S. W. Fourth 
Portland, Oregon 97204 

Gentlemen: 

At your November ZOth meeting, we were directed to prepare _a report to· you 
respecting the organization, operation and financing of the Columbia Region 
Association of Governments. This directive was: broadly defined in the following 
three questi~ns: 

1). What should be the scope of CRAG goals and obj~ctives? 

Z). How should CRAG be organized in order to achieve maximum 
participation from member:S 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 CR.AG 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 consideziation by the Gene-ral A~sembly, · 

The Advisory Committee m~t 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 m-eeting December 21st to discuss this 
report with you and answer any questions which may aris~. 

RM'lw 

7l}J:; 
Richard Milbrodt, . Chairman 
CRAG Advisory Comtnittee 



REPORT TO CRAG EXECUTIVE COMMITTEE 

Prepared by: Advisory Committee 
De'cember 14, 1970 

I. GOALS & OBJECTIVES: 

In orde:t to define the role of' CRAG a careful examination was made of resol'1tion 

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 does not require revision 

at this time, Rather. it appears necessary to more frequently examine the statement 

to be certain that CRAG ls meeting its intentions. At the same time 9 based on 

experience of the first four years of existence, some adjustment is needed to the 

organization, staffing and financing of CRAG in order to achieve the intentions ·'of 

resolution no, 5, 

II. ORGANIZATION: 

Present organization was analyzed and evaluated against coristructive criticiams. related 

to the processing of matters, completion of staff work and over-all performance of 

CRAG. These criticisms basicaHy are: 

a). Lack of participation in CRAG decisions by non-member ;i.gencies with c0nsi-. 

derable interest in the subjects; 

b). Need for improved communication between various advisor-y committees~ 

staff and the Executive Committee; and, 

c). Need for increased attention to a general plan as opposed to the highly 

specialized elements of the general plan. 
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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: 

I), The name of the Executive Committee should become Executive Board and the name· 

of the Advisory Committee should be the .Advisory Board. All other Advisory Commi-

ttees should be known as Technical Committees. 

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

tive Board. Further, the Advisory Board should be concerned with the full spectrum 

of management responsibilities with respect to the making of recommendations to the 

Exeeutive Board :£or consideration, This includes: legislation, budget, re-organization 

proposals, public relations and general administration. · As the needs of these 

responsibilities require it, special ad h,:>c technical committees can be created. 

3), The CRAG membership base needs to be broadened and a·framework created for 

maximum contribution to p:olicy formulation and program ·achievement by the appro-

priate levels of constituent members. 

To accomplish this last point, we recommend establishment of six functionst or . . 

departments, within CRAG. Each function would be served by both CRAG staff and 

a technical committee composed of constituent members .. This will 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 stronger position from which to make decisions. 

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

the Executive Director through the «;leparttrient heads {e. g,· transportation planner). 
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The staff and technical committess inter-act to.provide recommendations to the 

Advisory Board and on to the Executive Board. The staff shoul_d 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 and to staff prepai-ed 

materials for a final recommendation. To function effectively in this matrix requires 

considerable attention to inter- and intra-group coordination and with staff and 

committee so 

4). Functions which the c·RAG organization should include within i~s f1'amewo1"k are: 

area development, transportation, public services, social services, justic~ and 

education. These functional programs arf? defined as planning for the regional 

aspects of: 

Area Development - Includes comprehensive regional land use planning. 

Transportation - Includes air, surface, water; rail and transit. 

Public Services - Includes sewage collection and treatment facilities, watel' supply 
and distribution system.st· air pollution, noise pollutiont solid 
waste and surface wate:r and flood control and related public services 
functions. 

Social Services - Includes housing. healthi welfare and recreation, 

Justice - Includes law enforcement,- court syst~ms,- prosecution of crime,. 
rehabilitation of offenders, custody of offender:s, 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 i$ a ho~sekeep;i11g ac_tivity _for the rriana.gement of CRAG, 
does not require a technical committee and ls not.considered a functional 
program for the pu:rpose of this report. 
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5}, The Advisory Board should be expanded from it_s present nine_ members which 

represent constituent members of the Executive Board to include at least one ex-offici• 

member from each of the six functional technical committees. 

6). The Executive Board, from time to time, depending upon the subject matter before 

it, may expand its membership on.an ad hoc basis to include representation from the 

policy ma.king members of _the particular jurisdiction or ~gency concerned with the 

subject •. For example, in the field of transportation when the Executive Board is 
. . . , . 

scheduling decisions th8.t involve the transpbrtation _function, the membership_ of the 
. . . 

Executive Board would be expanded with voting rights extended to persons from the 

policy making body of the appropriate transport.ation agencies, 

III. STAFFING AND FINANCING: 

a). Staffing: 

Following adoption of these propo:.~ __ 

· assignment of the Advisory Board, CRAG ~taff and 

-~·~-..it!d that the . 

Technical Committees 

should 'be to determine what the scope of CRAG's role in regional planning is. 

Until this is resolved, it is almost impossible to determine the size 

of staff and level of financing that will allow CRAG to meet its oblig~tions. Howeve z 

to meet CRAG's minimum needs, we recommend that the Executive Board approve 

at this tiro.e the creation of three new positions: These should be: 

1). An Assistant Director whose primary duty will be to coordinate the planning 
efforts of the functional departments; · · 

2}. A T;·ansportation Director; 
. . . . . 

3). A Transit Coordinator who will serve under the direction of the. Transportati~n 
Director. 
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It is further recommended that CRAG should seek financial 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 budget be increased sufficiently 

to finance the position of Assistant Director· a!ld that this position then be filled 

imme"diatel y. 

It, should also be P?inted out that the three new positi_ons should be considered 

as minimal in meeting CRAG's staffing needs. Therefore, we sµggest that the 

Executive Board should be prepared to st1pplement the current budget 

prior to the 1971 - 72 ;e:¾r·or an increased new_budget when the staffing needs are ·more 

definitely understood. 

It is suggested as salaries for the three positions: 

$22,500 - Assi"stant Director 
$20, oqo to $21,000 - Transportation Director 
$18, 000 - Transit Coordinator · 

b). Financing: 

It is recognized that approval of the recommendations in _this report will 
. . . . 

require a;n increase in financing over the current level.· It fs our belief, 

however, that CRAG h~s completed its development period c!,nd must now improve 

its depth and capability of staff in order to mo_re effect_ively meet _area wide 

region~l planning needs. This requires an improved financial base. To accomp-

lish this, we recommend several,.approaches, all of which should be pursued 

·as-no one alone. can relieve the p:resent fiscal dilemma. 
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1). · State Appropriations:_ The State of Oregon has_ expressed a sincere interest 

in councils of governments as they offer the only means to keep local. govern-

ment functional. at the same time that area-wide :requirements are attained. 

The time has come for definite financial aid for the CRAG to meet its obli-

gations. CRAG meinbers sh~uld exercise all av~ilable means to produce 

state financial assistance commencing July 1, 1971. 

Z). Associate Memberships: In keeping with the concept of expanded participation 

in CRAG activities,· the Executive Board should give consideration to a form 

ot membership other than that enjoyed by the present constituent members. 

This alternate form we would de sign.ate "associate membership.'' The amount. .• 

of annual dues for such membership should be determined by the Executive 
! . . 

Bo.ard based on recommendations from CRAG staff. Associate members would 

be extended participation of staff personnel on appropriate Technical Comm-

ittees and members of the policy-making board of associate mem~ers would 

be.extended voting privileges ~n those subject matters of direct concern. 

3); Special Contracts: Immediate attention s~ould be given to exe·cution of contract 

agreements with agencies holding major inter~st in the CRAG work program 

without a requirement for voting rights. One such example would l:le highway 

departments from Oregon and Washington. Such a contract agr·eement wou~d 

enable recruitment and reten~ion of highly qualified professional staff on a 

continuing basis. Again, precise recommendations ·from CRAG staff are 

needed as to amount of contract and type of agency this policy would cov~r. 

4). Fees: Conside :ration should be glv.en to requesting federal agencies to permit · 

,payment to CR_A:G ( and other councils of g·overnments) from _each 
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grant program approved for an agency within the jurisdiction of CRAG. 

Such payment could be either percentage of the grant or a processing fee 

based on a fixed amount per application. 

5). Per Capita Assessment: As a last resort, consideration needs be given 

to raising the per capita_ assessment paid by constituent members. This is 

not the first priority for revenue ln recognition of monetary limitations facing 

all members. Realistically, however, this source cannot be overlooked and in 

_the last analysis, is:the only method to compensate the CRAG treasury should 

the above alternates be proven not feasible or inadequate . 

. c). General Management:. 

TV-10 additional items warrant attention by th~ Executive Board which do not fit 

into any of the a_bove categories but are indirectly included in all of them. They 
\ . . . . . . 

are: allo.cation of grant priorities and physical facilities of the CRAG o~ganization. 

1). Grant Priorities: One ir.-iportant role of (:;RAG, fo date under emphasized, 
. . 

is to assign priorities to federal grant ·applicatio·ns ·so that regio~al needs 

· are met on an orderly basis. At the present time, grant-in-aid applications 

a_re processed as submitted by the a._pplicant and the review by CRAG has been 

• to assure no conflict with existing plans or previously approved grqnts. It is 

. recommended that the CRAG ~taff be authorized_ to de_velop a means of ~ating 
. . . . 

grants in terms of regional needs and present such a rating system. to the 

Executive Board for consideration. This would permit a means for guiding 

federal and state agencies as to the relative ne~d for. grants on an area-wide 

· scale over and above the immediate quaHficatlons of the applying agency. 
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2}. Office Space: Present quarters ,for-C~G are ~nadequate. No room 

exists for staff expansion, office layout is awkward for efficient manage-

ment, building transportation is unacceptable, parking is unavailable 

in· conjunction with the office and meeting facilities do not meet the 

needs of the groups which must meet the·re. It is therefore, recommended 

new facilities be acquired for occupancy on or before July 1, 1971 and 

the cost thereof be included w itli the added financing which this l'eport 

p·roposes. 

In considering new quarters, it is recommended that space be ample 

enough to accomodate needs ~f the Metro Service District and any other 

similar metropolitan operation. · This would be in keeping w'ith,the 

emphasis that we believe nee,a be placed on area-wide regional planning. 

# # # # 
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