December 15, 1970

Mz, Eldon Hout, Chairman

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

Portland, Oregon 97204

Gentlemen:

At your November 20th meeting, we were directed to prepare a report to you
respecting the organization, operation and financing of the Columbia Region
Asgociation 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 accompligh-
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 met ropolitan 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 As sembly,

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 Emaéitte d%‘, w27

Richard Milbrodt, Chairman
CRAG Advisory Comimittee
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REPORT TO CRAG EXECUTIVE COMMITTEE

Prepared by: Advisory Committee
December 14, 1970

I. GOALS & OBJECTIVES:

In ordér to define the role of CRAG 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 describea'goals and objectives

to meet that purpose.

It was our finding that the resolution is well written and doe-a not require revision

ét this time, Rather, it appears necessary to more frequently examine the statement
to be certain tl;xat_ CRAG is ﬁeeting its intentions, iAt the same time, barsed on
experience of the first four years of existence, s_.ome adjusi:;r_xénf: 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 constructive criticisrns, related
to the processing of matters, completion of staff work -and over-all performan'ce of
CRAG. These criticisms basically are; |
a). La.ck of participation in CRAG decisions by noanembe'r agencies with consi-
derable interest in the subjects; |
b). Need for improved commu.nica't.ion between varioug advisor-f committees,
staff and the Executive Committee; and,
c). Need for increased attention to a gener_al plan as 0ppo'se‘d:_ to the highly

specialized eléments of the general plan.
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Attached is a revised organization chart which we recommend to you as a means

of 'r'heeting 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. ‘AII other Advisory Gommi-
ttees should ke known as TechnicaIVCommittees.

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

tive Board, Further, the Advisory Boa.rd si’louid be rconcerzrled with the full spectrum

of management responsibilities with respéct to the_ .making of recommendations to the
Exeeutive Board for consideration, This includes: 1egis_1.a\ti6n, budget, re-organization
proposals, public rgalations and general administration, As Vthe' needs éf the se

responsibilities require it, special ad hoc technical committees can be created.

‘The CRAG membership base needs to be broadened and a-framework created for

maximum contribution to pl‘oli.cy formulation and program achievemient by the appro-

priate levels of constituent members,

To accomplish this last point, we recot:nmend establilshnielnt 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"will create a dual
structure of staff organized together with supportive advisox"y 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 depariment heads (e. g. transportation planner),
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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 and to staff prepared
materials for a final recommendation. To function effectively in this matrix requires

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

committees,

Funetions which the CRAG organization should include within its framework are:

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

education., Thesge functional programs are defined as planning for the regional

aspects of:

Area Development - Includes comprehensive regionalland use planning.
Transportation - Includes air, surface, water, rail and transit.

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

functions.
Social Ser{rices - Includes housing, health, welfare and recreation.

Justice - Includes law enforcement, court systems,- prosecution of crime,
rehabilitation of offenders, custody of offenderfs., 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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5), The Advisory Board should be expanded from its present nine members which
represent constituent members of the Executive Board to include at least one ex-officit

member from each of the six functional technical committees,

6). The Executive Board, from time to time, de?eﬁding ﬁpon the subject matter before
it, mayi expand its m_e‘mbership on an ad hoc ba;sis to inc-lude representation from 'the
policy making membérs of the pérticular jurisdi;tion or agenéy c—.oncerned with the
s.ubje_ct. ,F;:or exafnplé, in the field of transport;ation when the Executive anrd is
scheduling dec_irsions that involve the trmstrté.tion'functi.on, the’m‘embérs'ship..faf the

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

policy making body of the apprdpriate transportation agencies,

| I STAFFING AND FINANCING:

| a). Staffing:

" Following adoption of these propos. _ . s ~vaued that the |

_-assignment of the Advisory Bqa_rd, CRAG staff and ’Technical Committees -
should be to éei:éx_-miﬁe what the scqpé of CﬁAG'fs role‘ m regioné}. pié.nnm’g is. |
Until this . L e resolved, it is almost impdssib-leto-f:leterrﬁihe" the size

of staff and lével' rof financing that Wili allow CRAG to me_e’l; its obliga%tions. . Howevez

to-me et-_CRAG,'s tﬁinimum n.eeés,r‘we reco.mme.nd'__thatthe Executi‘;re Boar‘d approve

- at'this time the creation of three new pbsitions: These .S'_hould be: % @

1).l An Assistant Director whose primary duty will be to coordinate the planmng
efforts of the functmna.l de partments; : S :

-

2). ATré,nsportation Directoi'; L E | S o PRI T

3 A Transxt Coordmator who wxll serve under the d1rectmn of the Transportatmn
Dxrector : : : : _
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It is £ﬁrther recommended that CRAG should seek ﬁnancial assistance f'romlthe-

Oregon and Washington Highway Divisions to reimburse CRAG for the salaries

of the two transportation pé rsonnel.

It is further recommended that the 1971 - 72 buidgr;et be increased sufficiently
to finance the position of Asgis{ant Directof‘ and that this position then be filled

immediately.

It, should also be pointed oﬁt that the three new positi_oné sh.oluld- be considered
as minimal in meeting CRAG'S staffing needs. Therefore, we suggest ,tl.la—.t the
Executive Board.'s.l'_m-uld be prepared to supplement the current budget

i'p'Arior to the 1971 - 72 year-or an increased hew._b;udget wl’nenl'the staffing needs are more

definitely understood.

It is suggested as salaries for the three positions:
$22,500 - Agsistant Director
$20, 000 to $21, 000 - Transportation D1rector
$18, 000 - Transit Coordinator
b)..' Financing:
,If is recognized that approval of the recommendati_or.ls;in this report will
require an inlcr;;aas'é in fina-néing over the c_u_i-rent Ieve—l‘. ' 'It'j;'s’o'ur belief;. :
however, that CRAG has completed its dev;alopmentperica-d a.ndr must now improve
its dept}.l and ta.p'a.bilitry of staff in.order to m-é_re effect_ivély'me'e-i; area wide
:egiongl .pla_.nn.in'g-needs-. Thisr"r'equires an improved‘ -fina-nclal base. T‘cy. qcéomp—
'-lish this, We_i-ecommend.se‘verai,approaches, all of ﬁhich-shoﬁl-d -.be pursued

‘a8 no one alone. can relieve the present fiscal dilemma.
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1)

State Appropriations: The State of Oregon has expressed 2 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-

2).

3.

gations.  CRAG members should exercise all available means to produce
state financial assistance commencing July 1, 1971.

Associate Memberships: In keeping with the concept of expanded participation

in CRAG activities, the Executivé Board shduld_give consideration to a form

of membership other than that enjoyed by the present constituent members.
This alternate form we would Hésignate '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

b:_eiextend-ed participation of staif persdnnel on al-apropriate Technical Comm-

“ittees and members of the policy-making board of associate members woﬁld

" be.extended vof:i-ng privileges on those subject matters of direct concern.

Speciai Ccmtfacts: Immediate attention sbould be given to exe'c,utiqn: of contract
agreemeﬁts with agencies holding 'maj_or interg st in the CRAG work ﬁrogram
without a requiremgn‘t for voting rights. One s'ucﬁ example ‘woulci'be highwgy '
de’rp-artments from Ofegbn and-Wash_ingtth)n. Such a pontract agr‘eement‘wo-u_lld

enable recruitment and retention of highly'quali_ﬂe-d professional staff on a

éontinuing basis. Again, pr_ecise recommendations-from CRAG staff are

needed 28 to amount of contract and type of agency this"'policy would cover.

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

__._p'ayrmet_nt to CRAG ( and other councils of governments} fro'nll each
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5).

grant program approved for an agency within the jurisdiction of CRAG.
Such payment <-:_ould be either pex:cenfage'of the grant or a processing fee
based 6n a fixea a.mbunt per applicatioﬁ.

Per Capita _Assessmeﬁt: As a last fesort, consideratioh needs be given
to rq.ising_ the ;-;'e'i- ca,pita_ asseésment paid by const'itﬁent mer;1.bers. Thfls is
nc;t the -first priority- for revenue in recognition ofr mc;ne'ta.ry limitati.onAs facing

all mémbers. Realistically, however, this éourc_e cannot be overlooked and inA

the last analysis, 13:' the only method to compensate the CRAG treasury should

the above 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 ai:ove categories but arevindirectly included in all of them. They

1).

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

Grant Pri'ozl'_iti.esr; One inqéortant Vrole of CRAG, A:;:b date _ﬁndei- émphasized,

is to assign'priori'-cié-s to federal 'grrant-appli,catio'ﬁrs 'éo fhaf regibz.lal.needs
are mist on an b'rdpirly’_basis. At the pr?:sent time,. gra.nt—rin—a;idr applications‘
are process;d as subm'dr:tedrby ther.aﬁpplica,lnt and the review by CR{&G has been

“to assure no cbnflict with exlsfing plans or previously approved grants, It is

_ recbmmendéd that the CRAG staff be authorized to develop a means o_f tfating

grants in terms of regional needs and present such a rating system to the
Executive Board for consideration. This would permif a means for guiding

federal and state agencies as to the relative need for grants on an area-wide '

e . -

-~ scale over and above the immediate'qualifica}tiohé of the ap-plying agency;
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2). Office Space: Present quarters.for CRAG are inadequate. No room
exists for staff :expansi.on, office léyout is a.wkw;‘;trd for efficient manage-
ment, building transportation is unacceptable, parking is tma;va.ilable
in' conjunction with the office..and méetiﬁg facilif.:ries do-nc;,\t meet the

needs of the groups which must meet-the're. it_ is therefore, recoml_'nended
new facilit_ies be acquire‘d for occupancy on or before July 1, 19?-1 and

the cost thereof be included with'-the added financing whicﬁ this report
p'ropOSeé. |

_Ih conrside ring new quarters, if is recommended that Spa,c.e.be ample
enough to accomodate needs of the Metro SErvice‘ District and any other
similar metropélitan opef:_é.tib-n. ' This‘would be in keepipg with the

eniphas'is that we believe need be placed on area-wide regional planning.

2 IO
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