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ABSTRACT

Decision making and influence in Australi_.an locél government
is a fie}d of study neglécted to datel. This iﬁvestigatioﬁ of a .
'fasmapian locél government council sets up two major and several
minor- propositions about decision making and L nfluence. The propo-
sitions concern: _(a) the extent to which the decision making process
is based bn histofical factors; or whether thé process fol]..ov.ls- thé
pfesc_riptions of the rational or incremental d ecision theorists; and
(b) whether some people, for example the staff , are more influential

than others.

The organisation, the Glenorchy City Council, is then examined
to test the propositions‘. “An ecilgctic methodo 1ogy 1is used. The
metﬁodology draws on decision making theory as a means of ordering
anci analysing the datag and attributed and pr eécribed influence are
invéstigated with the help of American and Bri tish community power
studie.s. One decision - thlat of the striking of_ the rate - is studied

in detail.

The study proceeds through two maljor media: observations
. made by the researcher and data gathered from a questionnaire admini-

stered to ten aldermen and nine senior members of the council's staff.

The 'éouncil'-svhistory is discussed bri efly wifh the post-
Second World wér period being emphasised. The council's decisit_m
makihg procedurés are recorded and 1its membership and attributed

influentials delineated.

The striking of the rate is thén descr ibed and analysed as

the décision_ making process moves through the intélligence, deSign_



ii.

and choice phases. The men seen by the researcher and the respondents

as inflhential in this decision are isolated.

| In the conclusion, the propositions and the data_are considered
and soﬁe conciusions”drawn suggesting that thevdecision makingAproceés
is incremental in nature and that one member of staff is more influen-
fial than the other staff and the aldermén.' The activities of the
aldermen and the staff during the striking of the rate are discussed
'witﬁ reférenée to two traditional concerns ofkpublic adninistration:
the roles of eleétéd representatives and permanent officials,-and their

answerability.

Finally, it is suggested that more research into dgcision
making is required, and that Glenorchy's alderhen and other members of
staff woﬁld wield more influence on the rafe'if the nature of the
decision was-changed from one of keeping the system going to one

involving something more.
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CHAPTER ONE

INTRODUCTION

‘Local government decision making is an important aspect of
administrative and political activity in Australia. There are about

'e

900 local government councils which spent almost $800 million on

>

employment, health, roads, bridges, and cultural affairs in 1970-71.1

The choiqesimade within these councils and executed in the community
have a vital impact on the cultural lives, the recreational facilities,
and the mobility, health and cleanliness of their residents. There
is a lack of scholarly knowledge about Australian local government
which is in contrast. to the comparative abundance of studies of the
Commonwealth Parliament, federal parties'and Commonwealth administrat-
ion. These areas have attracted the attention of scholars. G.S.
Reid observes that state and local government tend to be overlooked
and calls for "a comparable emphasis' to be directed towards them.
He says:2
"Unquestionably, decisions made at these levels
- have a more profound influence upon our immediate
‘environment and our day-to-day living than those
"decisions of 'national' significance made at the
federal levels. "

Decisions made at the local government level and thé'processes

through which such deéisions_are made await systematic investigation.

'1.. Commonwealth Bureau of Census and Statistics, Cbmmonwealth Year
Book No. 58, 1972, pp. 583-585.

2. G.S. Reid, ""The vital adjunct: Parliamentary libraries and their
role in Australia y N.S.W. Purlzamentaru Library,Reference mono- .
graph No. 7, 1969, p. 38. -



WOrks‘published_on local government seem to neglect the field of
deéision making. - Three-aspects.of Australian local government are
generally discussed: 1its legal position has been examined:3> the

scope of its activities'and its role has been cdnsidered;_4 and some
historiés have beenbwritten.5 The remaining field is rich. Inter- -
governmental relétions, the roles of elected repregentatives and
appointed officials, and_the town planning activities of councils are
some sections which merit investigation and addition to the literature.
An appropriate observation on the state of the literature was made

15 years ago in a bibliographical essay by S.R. Davis and Colin Hughes.
They reported that:6

"What has been written as government, not history,
may be swifty surveyed. There is ... no single

3. See for example A.F, Davies, Local Government in Vzctorta
‘Melbourne- University Press, 1951, p.18; Ruth Atkins, "Local
Government', in R.N. Spann, Public Admtnzstratzon in Australia,
Sydney: Government Printer, 2nd ed. (Revised) 1960, p.157; and

~ R.L. Vettenhall, A Guide to Tasmanian Govermment Adhznzstratzon,
Hobart: Platypus, 1968, pp. 311-325.

4. See F.A. Bland, "Local government: the need and the possibilities”,
Public Administration (Sydney), 5 (1), 1944, pp. 33-37; , "Is there
a future for local government?", Public Administration (Sydney),
6 (4), 1946, pp. 212-218; D. Corbett, '"Does local government
matter?", Local Govermment Administration 5 (5), 1961, especially
pp. 11-13; G.S. Reid, "Why local govermnment?" The Future of the
Perth Metropolztan Regzon, Australian Frontier, 1969, pp. 7-16;
and Gerald M. France, "Local government - where is it going’"
Local Govermment in Queensland, 65, 1970, pp. 3-5, 7-8

5. See for example F.A. Larcombe, A History of Local Government
in New South Wales, Sydney: Local Government Association, 1955;
Gordon Greerwood and John Laverty, Brisbane 1859-1959: A4 History
of Local Goverrnment, Brisbane: 1959; H.E. Maiden, The History of
Local Govermment in New South Wales, Sydney: Angus and Robertson
1966

6.  S.R. Davis and Colin Nughes, ""The Literature of Australian Govern-
ment and Politics", Australian Journal of Politics and History,4
1958, p. 124; Ruth Atkins makes a contemporary observation in R. N.
Spann, Public Admznzstratton in Australia, Sydney: Government
Printer, 3rd ed., 1973; "In Australia studies of government and
public administration have not penetrated far into local government
ceve (p.223).



comparative or single general treatise on
local government in the six states.

... In aggregate the volume of writing is
not. more than two or three hooks, a half
dozen short monographs, the series of papers
read to the annual symposia organized by the
Local Government Association of New South
Wales... and some thirty or so articles in
Public Administration ... and some half dozen
MA. theses ..."

While this is still a relatively accurate assessment of the
comparatively small volume of work on local government, certain new
topics have emerged over the last decade. 'Recent writings discuss
urban problems and administration, management in local government,
training for_locél government officers, and financial administration.7
This ciassification is arbitrary but esﬁablishes the main themes cover-
ed in recent literature. The second category, management in local

government, 1is of espécial interest here. Most of the contributions

7. TFor examples of the first section see: Ruth Atkins "Cities and
Politics: Organizing for the task', in John Wilkes (ed.)
‘Australian Cities: Chaos or Planned Growth, (Proceedings of 32nd
summer school, Australian Institute of Political Science), Sydney:
Angus and Robertson, 1966, pp. 115-127; R.L. Wettenhall, "Politi-
cal and Administrative Questions in Urban studies", Paper delivered
at an Urban Research Unit Seminar, Australian National University,
March 1969 (Roneod) especially pp. 12-15; A.M. Walls, "Urban
Administration in Australia", Local Govermment Administration,lé,
1969, pp. 97-102; F.H. Rogan, ''The City complex - today and
- tomorrow: administration", Public Administration  (Sydney), 29, (1),
1970, PP 51—57.- For examples of the second section see: R.D.
Stuckey, '""Some problems of management in local government', Public
Administration (Sydney) 19 (4), 1960, pp. 344-353; and Clem Jones,
Local government management, Local Govervment Administration, 16,
1971, pp. 11-15, 19-23. An example of discussion about education
and management is Gerald !l. Prance, ''Fducation and training for manage-
ment in local govermment", Lozal Government Administration, 16, 1971,
pp. 35, 37,39, 41, 43. D.M. Purdie describes the budgetary process
. in "Municipal Budgeting , Bulletin of the Australian Soctety of
~Accountants, No. 12, December 1971, 53 pp., and V.M. Levy discusses
"local government financial procedures briefly in Public Financial
Adhzntstratzon, Sydney: The Law Book Company, 1972, pp. 83-84.
The Australian Institute of Urban Studies evaluation project 44 is
being carried out now. Two titles "Managing the Cities", and
_"patterns of Urban Government for Australia'', show the emergence of
- and search for new ideas.
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on manageﬁent in local government come from aldermen or administrators.
and'provide'insights about their respective roles, or describe general,
financia) or personnel procedures. There is persistent coﬁcern in

this category about»which activities properly fall within the scope

of the aldermen or the officers. R.D. Stuckey says:8

"Councils must trust their administrators and
give them adequate freedom of action. In
return the latter should create and maintain
an efficient organisation ..."

"Trust' is not a very specific basis for allocating work between
elected representatives and apnointed officials. It may place "...
tremendous administrative discretions' in the hands of administrators
who F.V, Rogan sees as heing able "often té exercise wide value

choices...."9

The'makiﬁg of decisions in local government is seen as the duty
and prerogative of aldermen. The familiar dichotomy between pdlicy and
administration is utilised to help explain decision making roles in a
council, Aldermen Clem Jones, the Lord Mayor of Brisbane, adopts the
claésical position that the "elected body must be paramount in the

determination of policy ..." and it "must have confidence in those who

are required to carry out its poliecy, and must respect their recommend-

ations..."10

-Thié exnlanation of decision making haé its basis in notions
of thevresponsibility which electerl representatives are expected to

bear to their electors. It is primarily role-orientated and seems to

»8., R.D. Stuckey, Op.cit., p. 352. Stuckey was first an alderman and
: later town clerk at Hunter's Hill, N.S.W.

9. F.H. Rogan, Op.cit;, p.55, Rogan is the Town Clerk of the Melbourne
. City Council. '

10. C. Jones, Op.cit., p. 17.



have‘gained wide acceptance as a guide to the propei place of aldermen
and officers in local government decision making. One author claimed

about twenty years ago,that:11

"The elected representative's function is to
formulate policy and not to interfere with
administration. This distinction should be
made clear in local govermment legislation
in Western Australia." ' '

Tiis prescriptién was not adopted formélly but is found in the .
,more’reéent contributions such as that of Jones above and fhe Town
Cierk of Glenorchy, Tasmania, Mr. J.E. Dean, who told elected represent-
atiire_s at aﬁ adult education school that policy and admiﬁistration '

should be separate activities for two classes of people:12

"Councils should deal with policy matters and

such other things as are required to be done

by law by resolution, and leave the general
administration and carrving into effect of

the council's decisions to the staff it employs.”

While the use of a supposed dichotomy between policy and admini-
' stration may explain Acgurately Qho makes décisioné in local government,
it neither explains which decisions are policy and which administrative

nor ho& decisions are made in this unit of government. In the light

of theore;ical and empirical work published in Australia and overseas,l3
it must be concluded that the studies and obhservations on local govern—

- ment decision making reviewgd briefly ahove are 1argeiy inadequate.

‘They'afe inadequate as indicators of the propér roles which

11. J.R.H. thns,"MetropoZitan Government in Western Australia,
_ University of Western Australia Text Books Board. [ 1.

12. J.F. Dean, "Administration in local government'", in G. Vertigan,
" Local Goverwnment, Hobart: Adult Fducation Board, 1970, no pagination.

13, :SQme overseas studies are discussed helow. See pp. 7, 16-17.



' representatives and officials should play. After rejecting as ''naive
the view that policy and administration are "two distinct kinds of
activity, and that each can, and should in Government operations, be

‘assigned to a different class of’person ..." R.S. Parker_conmentszl6

"1 think it is undeniahle that there 1is a
proper role for officials in the governmental
process of a parliamentary democracy. But
these roles are not satisfactorily distinguished
in terms of dichotomy between 'policy' and
'administration' as separate kinds of govern—
" mental activity."

vThe Australian studies are also 1nadequate because of their
failure to postulare and examine rhe interdependence and influence
between representativesfand officials in their decision making activity.
Interdependence leads to alternative explanations of decision making
derived from ideas about the structure and operations of organisations.
and the influence of its memberelon - each other. J.Kf Friend and W.N.
Jessop writing of their observations on setting the rate in Coventry,
part of'their much wider stndy of choice in local government; note

that a figure proposed early in the process:15

."... turned out to be unacceptably high, and so there
followed an extensive process of bargaining involving
all the various committees and departments of the City
Council with the chairman of the Finance Committee
and the City Treasurer (as head of the Finance Department)

- occupying key roles in the negotiations."

14. R.S. Parker, ""Policy and administration", Publiec Administration
" (Sydney), 19 (2), 1960, pp. 115-116. Though Parker is writing.
‘about Ministers and civil servants here, his remarks are applicable
‘to local. government. This thoughtful article notes that both
'policy' and 'administration' "may be applied either to classes
of actzvzty or to classes of persons. This distinction is often
blurred in discussion....”" (p.114). -

15.  J. K.Friend and W.N.Jessop, Local government and strategic choice,
L London. Tavistock, 1969, p. 11. : :



The intérdependence indicated in Coventry drew elected
rep:esentativés and skilled officers into a process of 5oin£ decision
making, seen in more general terms by Péter Self as "co-operative
action". |

Some constructs of organisation theory aléo suggest a ﬂigh 1éve1
of interdependence. J.G. March sees the organisation as:17

"

'... a coalition, and it gradually changes its
composition through arriving at bargains with
new members and rescinding hargains with old

ones."

The orgénisétibnal activity implied here involves influence-
and bargaining for mutual henefit and might easily be applied to an
organisation where technical skills and lay interest meet to make

decisions to be executed in the community.

Community powef studies of American cities indicaté the influen-
tial role played by administrators in community decisions. For example,
fﬁe worlk done by M. Kent Jennings in Atlanta and Raleigh suggesfs
administrators were influential in decisions relating to their own areas

of professionalisation and policy reSponsibiIity.ls

As a consequence it is suggested that an important and somewhat
neglected area of decision making and influence in Australian govern-
ment can be studied hy using exigting knowledge, and ideas developed

'1n a similar 1nt911ectua] traditinn e]qewhere. As other sections of

16, Peter Self, 'Flected representatives and management in local govern-—
ment: An alternative analysis", Public Administration (London),
49, 1971, p. 271.

17. J.G. March, "Theory of organisational decision making", in A.P.
Hare, E.F, Borgatta, and R.F. Bales (eds.) Small Groups :- Studies
in Soctial Ihteratzon, New York; Alfred A Knopf, Rev.ed., 1965, p.187,

18.: M Kent Jennings, '"Public administrators and community decision
making", Administrative Science Quarterly, 8, 1973, p.39.



this Chapter and Chapter two show, theories about decision making
and studies of influence offer perspectives other than the dichotomous
one which to date is the predominant perspective in Australia's small

local govérnment-literature.

1. AIM AND SCOPE.

This study is aimed at observing and analysing decision making
and influence in only oﬁe local govermment council, the Citv of v
Glenorchy. In doing so, an attempt will be madg to fill one of the
gaps in the literature and to contribute to the undérsfanding of
decision and influence in an_orgaﬁisation witﬁ an'eiected'and én

official component.

The study is directed towards examining two major bropositions
at a generalvlevel and eight other minor propositions of a lower order

-of generality.

The first méjor proposition is thaf:
- (a) historical factors present in the experiences of aldermen énd
senior staff affect their capacit§ for rational décisidn making.
The related minor propositions‘iﬁvestigated are that:
o (i) because the size of fhe annuai rate is large1§ determined
| 'by the previousbyear's figures, incremental budge;ing is
fencouraged; |
'“(iij ;ldefmep and étéfthave different pe:éeptions.of the type
o of the rate decision; some seeing it as avpolicy'decision,
others as administrative or policy/admiﬁistraﬁive;
(iiii.ﬁhe type of the dgcision before them is therefore n; guide‘

to the'curreht-decision making activity‘of'the aldermen and



staff.

The second major proposition is that:
(b) some of those involved in the organisation's decision making

process are more influential than others.

The related minor propbsitibns investigated are:

(1) the organisation's formal procedures for decision
making promote interdépendence and influence between
aldermen and senior staff;

(11) this influence is related to interactions between
aldermen and senior staff;

(111) the influence of some senior staff members on the

rate decision is greater-ghan that of the aldermen
because of their professional skill and experience.

(iQ) the qualities the council's influentials possess as
decision makers are important sources of their iﬁfluencé;
and,

(v) members of the community attempt to influence the size
of the rate, before it is struck, through their elected

representatives.

' ﬁefore procgeding, it is important to explain how some central
terms ate‘ﬁndéfstood in this study. "Interdependence in decision
ﬁaking" means th;t aldermen and officers need each other for decision
- making to be completed. . The relationship 1s thus syﬁergistic; for
'eiﬁher group fo be absent from the process 1s for the process to hreak
~doﬁn.  Sometimes~the word "interdeﬁendence" is uéed albne to mean the
same thing. '"Iﬁteraction".describes e#ents such as‘conversations, the

giving or‘receivihg of information, or the presentation and discussion
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vof data relevant to the decision to strike the rate. The term "inter-
action pfoceas" 18 used to describe the series of activities carried
_oh by different pnrtiqipantn relevant to the rate. Tt 1a_not uaéd to
imply that Ehe_fgchniques for small group analysis deveioped by Robert -
F. Bales haye'beep eﬁployed to record and reﬁort the subspance or detail
_ of the interactions.lg M. Yent Jehnings is followed»in the use 6f
"1nf1ueﬁce" which is understood as partiéipants "achieving preferred
outcomes or preventing others from adhieviné preferréd oﬁtcomes". 20

Finally, "decision making process’ means that aldermen and staff are

involved in a sequence of events directed towards striking the rate.

H.A. Simon's three phésgs of tﬁe dec1§ion making procéss
(intelligence, désign, and decision)'are used to provide a framework
within which the data can be placed and'énalysed.21 The three phases
are ﬁéed 1ﬁ two wayé'in the study.._Firstly, as the frémework.thrpﬁgh
which the interactions of'participants in the decision making process
can be examined; and secondly in the more detailed parts of each phase
as an indication of the rationality of the process. As a framewﬁrk,
thé pha;es permit categorisation of the sequential stagés through which
the decision must'pass; It assumes a linear path from inteliigence,

" through desién to decision. These are the major phases of the process.
,FThe minor phases within each stage provide the researcher with the
opportnnity to observe, for example, whether any alternatives are delin-

eated and examined and therefore to judge whether particular activities

19, Robert F. Bales, Interaction Process Analysis, Reading, Mass:
~ 'Addison - Wesley, 1950, pp. 1-29, esp. p. 9.

20. M. Kent Jenninrs, Op. ecit., p.37.

' 21. H.A. Simon, The New Seience of" Manaqement Dectszon, New York,
Harper and Row, 1960, p.2. :
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prescribed by the rationalists are executed. The use of the phases
as an indicator of the rationality in the process is developed further

in Chépter two.

The process includes various interactions which are concerned
with gatherihg and.assessing-1nf§rmation,_comﬁuhicating-informatipn;
holding committee meetings, and eventually striking the rate. It does
not include here the execution of the decision. That i{s, the actual
collection of the rate 13 not described though the machinery for its

collection is mentioned briefly.

2. WHY GLENORCHY WAS CHOSEN

Glenorchv was chosen as an example of a medium-sized Australian
" city which has experienced rapid population growth since the end of

the Second World Var. [Tt 1s adjacent to lobart and within the Hobart
urban sfatistical diviéion and is the third city to be created since

Tasmania was colonised in 1803.]

- The population of Glenorchy increased threefold hetween 1947
~and 1972, 1In 1947, the census recorded 14,498 people in the munici~-
pality. In 1972 there were 42,900 at 30 June.. Over the same period,
~ the value of property in the municipality rose from $415, 124 to
'$15,663,46S. This population and property growth is typica]Aof-the
post-war activity in many Australian suburban municipalitieé ciustered
around . the séaside capital cities which contain the major comﬁetical

, diétficts.

As T&ble 1.1 shows, there are 161 municipalities ranging from



TABLE 1.1

Five-fold classification of municip?1§ties in
five Australian capital cities ‘2

Capital Population' . : Medium- e Small- : Total
City Urban Div.( ) Large Large ~ Medium Medium Small Municipal-
: 100,000 70,- 40 ,- 20,- . 20,000 - ities.
100,000 70,000 {- 40,000 | - .

Sydney 2,850,630 s 8 11 10 4 41
Melb. 2,544,400 3 6 17 21 8 55
Adelaide 855,300 0 2 5 9 16 32
Perth 703,199 1 1 1 9 14 26
Hobart 133,240 0 0 2 S R A 7
TOTAL 7,066,769 | 12 17 36 50 46 161

(a) Brisbane is not included because most of the métropolitan area is under the
* jurisdiction of one very large authority, the Brisbane City Council.

(b) All figures, compiled by the CommorwealthBureau of Census and Statistics, are
the totals of estimates for the population in local government areas in the
statistical division of each capital at 30 June 1972.

At
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less than 20,000 (smali)vtO’OVer 100,000 (large) in the urban statisti—
cal divisions around the capitai qities of five sta;ea. Little is
known ahout decision making process in any of these municiﬁalities and
thé résearcher'thought it desirable to choose . a medium—sized one

: becau5e 1t.cou1d be expected to have a‘reasohably well-qualified,
experienced professional staff and be easil§ amenable to a one-man
Study. It could. also be expected to have reasonably well-established
procedufes for decision makiné and a substantial popuiation from

which to demand finances via the rate.

Fach of these expectations was met ﬁnd a high level of
co-operation was offered to fhe researcher, Aldermen and officers
were very pleased to assist the pfoject by becoming a major part of
its subject. Committee meetings and council rgcords were opened, often
warmly, for observation and inspection. Agenda, staff reports aﬁd
'minuteé were mailed to the researcher in advénce of meetings to aid in.

the process of getting to know the council's activities.

3.  SOURCES AND METHOD

Inform&tion was gathered from:
i)b council records such as committee reports, correspondence
and‘some wfitten decision-rules ana manuals;
11) intefvieﬁs'with'aldermenvand senior staff;_
111) -casuval conversations with alderﬁen and senior staff;
: iv) observations at six council and 18'cqmmittee.meetings
over a si#-month.period;
‘v) a qhestionhaire administered to ten out of eleven

aidermeh’and nine senior members of cduncil s;aff who
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either'sﬁt on committees or were known to be involved
in the striking of the rate; and |

vi) other written material such as»government'publications and
academic literature relevant to the decision making

process.

Easy access to council records and a regular supply of maferial
on the whole raﬁge of topics under discussion has been noted already.
Examination of records began in January 1973.- It was preceded by a
study of the relevant literature, and séparaté preliminary discussions
witﬂ the Hayor (AidermAn Ken Lowrie), Alderman Norm bean (theﬁ the
Deputy Mayér) and the Town Clerk, Mr. J.E. Dean, at which the project
was outlined. Some of the propositions listed above were raised and -
discussed and so were the‘procedures through which the rate.was set.
The rolé of officers and aldermen was also cévered. The préliminary
discussioné which began in June 1972 led to the judgment that the
pfoject was viable and that co-operation and assistance was guaranteed.
Alderman Léwrie, who recently bécgme chairman of the Tasmanian branch
of thé Australian Institﬁte of Urban Studies, encouraged the study from

the beginning.

Mr. Dean introduced the researcher to other members of staff
inqluding thé Accountant, the Assistant Accountant, the Committee
‘Clefk, and the'Expenditure Clerk in early January. lOther_memberé,
;he Eﬁgineer and the Deputy Engineer for example, were met when they
,returnéd frpﬁ summer holidays., Mr. Dean made it clear to staff that

- the research was to be assisted.

In early February, observation of committee meetings began

with the.inténtion'of noting the degfee of harmony ot conflict,‘the
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role of the chairman, and the treatment of officers am‘l' their recommen-
dations. - An understanding of the organisation's decision making
procedu'reé was also sought this way. At.tendan'ce at ‘committee meetings
provided an opportunity for the researcher to meét the remaining alder-
men and talk ébout their work and the research. AllA com‘:aqts t‘.vere»

made on a very i_nfprmél and frie.ndully ba;sis, helﬁed by the custén} éf
"opening the Mayor's cupboard" fb:_a beer aftéf each 'three—wec;,kly cov.;ncil

meeting.

Records_df committee meetings, council meetings, and conversations
were kept. Notes were usually made after conversations held at a
variety of times and places. Information gathered in the course of

these observations and-conversations is used throughout the study.

4,  THE QUESTIONNAIRE

The questionnaire is a ma1ory source of data espaclially - about
those activities which éould not be observed, and about the influential
men :lri the organisation. The questionnaire is included as Appendix A.
It is designe& to elict backgroﬁnd information and personal da;é about
the respondents; to determine who the attrib.uted inflbuentialsv amd the
prescribed 1nf11'1entia.ls are; to discover the diréctions and frequencies
of: 'interactions'.'rélevant to the decision on the size of_'the rat-_:e;' and
.' to -éécertain whether there is any connection iaetween decision making -
qualities and iﬁfl_uenée." That is, the qﬁéstio}nn'a‘iré‘ 1s used as a tool
to test some of thé propositilt.ms»above.

The 'qtllestionna..ire 'containé “two methodologic_él tools: reputational,

- and decision an.aly:siz;z..2 These tools are combined with,pbsitional :

analysis and,'thé traditional case study method to produce an eclectic

22. There has been much debate and controversy over the developmem_:d
. S , an
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approach to the investigation of decision making and influence in

Glenorchy.

Positional analysis is based on the nssumption that those hold-
ing particular offices or performing épecialised'tasks in an organis-
ation are likely to be influential in the making of a decision. .it
therefore assists in the isolating of participants whose confributinns
can be examined more deepiy in bther ways. The reputational and -
denisional methods are used for this purpose. The reputational method,
.1nitiated by Floyd Hunter, and the decisional method, developed by
Robert Dahl, were denigned for use in community power studies concerned'
with the investigation of influence. Hunter has been followed by M.
Kent Jennings among others, and R.V. Presthus has employed both

Hunter's and Dahl's methods.23

Each'method rests on a different nssumption aBout the exercise
6f influence in a community and is likely to produce an incomplete
picture of influénce. Hunter'n reputational method assumes that elites
influence decisions; Dahl's reputational method assumes influence is

more dispersed because of the pluralist nature of communities. Hunter's

and use of the reputational and decisional techniques. A thorough
discussion of the techniques and assumptions, and resume of the
debate is in: Michael Aiken and Paul E. Mott (eds.), The Structure
of Community Power, New York Random House, 1970. See especially
Part IV.

23. See Floyd Hunter, Communzty Power Structure, Chapel Hill:
University of North Carolina Press, 1953, esp. pp. 262-271 for
a discussion of methodology: Robert Dahl Who Governs? New York:
Yale University Press, 1961, esp. pp. 330—340 for a discussion of
methodology; M. Kent Jennings, "pPublic Administrators and community
decision making", Administrative Science Quarterly, 8, 1963, pp.
18-43; ., Community Influentials, Glencoe: Free Press,
1964, esp. p.l4; Robert Vance Presthus, Men at the Top, New York:
Oxford University Press, 1964, esp. pp. 52-61 for a comparison of
-the reputational and decisional methods.
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method indicates the reputed or attributed influential in a community
an& does not consider whether the attributed influentials actually
participate in a decision. Dahl's method seek to determine the pre-
scnihed influentials by asking respondents if the influentials partici-
pated in specific decisions. The relevance of each method to the

analysis of influence in an organisation must be considered.

An orgenisation can be seen as a microcosm of a community with
its formal and informai leaders, a status hiererchy, various levels
of education, diffening religious and political views and so on.
Therefore the techniques of reputational and decisional analysis should
reveal influence within an organisation at least as well as they do in

a community,

The techniqueq have been used, to reveal organisational influence
hy Jean Rlondel and R. Hall in their Fnglish studv of Colchester and
Maldon councillors and ex—-counciliors.24 Part of the study includes
an examination of the councillors' "views on the distribution of influence
in the council”..25 The authors argue that some men are more influential
than others in decision making, and they seek.to discover jf the respon-
dents perceive very clearly who is reSponsible for each of the decisions
taken" and if "each councillor knows who helped most to take the
decisions .. fhev use tne reputational method to find out who exercises

‘general influence and the decisional method "to check what 1ink there

is between teoutations acquired on individua] 1ssues and reputations

24, J. Blondel and R. Hall, "Conflict, decision-making'and the
perception of local’ councillorq", PoZLtha7 Studies, 15 (3),
1967, pon. 322—350 esp. pp. 338-339,

25. Ibid., p. 325. The authors also examine the respondents' views
on particular issues.
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acquired on a general basis".26

The same procedure is followed here, except that only one>-
issue, the striking of the rate, is used to check any link between
one issue repuﬁations'ané generally gcquifed reputations for being
{nfluential..

:The questionnaire and the tools it contains are used to comple-

ment the traditional case study approach to decision making.27

5. STRUCTURE

The case stuéy technique is used 1in coﬁjunction with Simon's
three decision making phases mentioned already to describe decision
making activities in Chapters four to six. These chapters also
contain data ohtained from the questionnaire. They are précedéd by
a discussion of organisational decision making in Chapter two and a
description of Glenorchy, the citv, the council and its influentials
and methods of bperatioﬁ in Chapter three. In Chapter seven, the
conclusiop is drawn with reference to the propositions tested and to
two traditional concerns of puﬁlic administration: the roles of the

elected répresentative and the permanent official,

The eclectic approach to the study is necessary in order to
develop'some understanding of the setting, procedures, and influences

. attendant on decision making. As the Chapter outline implies the

26. Ibid., p.339.

27. The case-study approach is detailed in Fdwin A. Bock (ed.), Fssays
" on the Case Method in Public Administration, Tnternational
Tnstitution of Administrative Sciences, 1962. More recently,
"H. Pugh Heclo discusses it and other approaches in "Review article:
policy analysis", Rritish Journal of Political Seiemce, 2, 1972
pp. 83-108, esp. pp. 88-97.
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methodoiogy gives more flesh to this study than is common with the

. 28
usual case study in narrative form.

6. LIMITATIONS

This studv analyéesldecision making and influence within one
Australian ci;y council, on only one issue in which the participants
enjoy a faif degree of automony. The results must hé treated cautiously
and not_generalised from, It may be.that some of the findings hold
for other. councils in cities of similar size, structure, and responsi-~
bilities, but the possibility should remainopen for further investi-

gation.

The answers of respondents suggest that members of the community
did not exercise influence on the size of the rate. Howevér, other
.responses suggest that previously exfressed or imagined community
attitudes to the size of the rate were important constraints on the
decision makers, Testing the accuracy of these assessments of community
attifudes/iiggbeyond the scope of this study which has the organisation

and not the community as 1its focus.

The presence ofAche researcher at all cOmmittee and éouncil
meetings ovefvthe period of the studv might have affected aldermen- .
officer‘intéractionsAto‘some:extént. The participants always seemed
frank in these meetings‘and the duration of the study shéuld have offset

the initial novelty of beins studied.

" The 1ack of writﬁen maferial on decision making-in Australian

local government was én obhstacle because the opportunities to draw upon

28. Heclo commends such an approach, 7hid., p.93.
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T

other's insights was greatly reduced. The absence of any theoryv of
'locai governmenf decision making within vhich the study could be
placed and talked about was another obstacle. An attempt is made in

Chapter two to reduce the gize of this barrier.

Thé,emphasis on general influence and thé selection of onl&:
‘one decision to detect prescribed influence could lead to a distorted
conclusion. Tt is possible that different participants.would‘be
influential on different issueé and that influence within the organi-
sation would be different overall than the eclectic methodology reveals.
However, no broad claims or generélisations are made from the data |

and the limitations of examining one issue are therefore recognised.
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CHAPTFR TWO

ON DECISION MAKING IN LOCAL GOVERNMENT -

While it 18 possible to describe decision making procedures
and to isolate the influential decision makers in local government,
it Is not possible to relate these findings to any theory 6f local

government. 7.J. M. Mackenzie says emnhatically:1

. "There 18 no theory of local government.
There is no normative general theory from
which we can deduce what local government
ought to be; there is no positive general
theory from which we can derive testable
hypotheses about what it is."

A_theory of local government_would facilitate the study of

particular variables in one or more councils and permit comparisons

to be made between them., Tt migﬁt also assist in the construction of
local goverﬁment councils in new towns or the amendment-of councils

in old ones. Though 1t seems that no tﬁeory has been developed yet,
some descriptive work on local government and advances in the theory

of érganisaﬁional'decision making pfovide material with which tb explain
" local government decision making and influence at a level above.the

mereiy descriptive.

~ In. this chapter, the place and the responsibilities of local
'govcrnmént in the whole system of government are examined and some
aspects of its operations canvassed briefly. The first section of the

chdpter”provides the bhackground against which four'approaqhes to the.

1. w0 Mackenzie, Theories of Local Govermment, London School of
Iconomics and Political Science, Greater London Papers, MNo. 2,
1961, p. 5.
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understanding of organisational decision making are studied. The two

sections are integrated in the final section where it is suggested

~that decision making in local government can he explained with the aid

of knowledge about the participants' appreciative systems and can be
judged against the yardsticks of rational and incremental decision

making.

1. PLACF, RESPONSIBILITY AND OPERATIONS.

.(a) Place.

Local government authorities are well-established parts of the

. government system. Mackenzie, writing about the English government

system, says that there are "collective convictions" about local govern—

ment:

"... in some sense or other local self-government

is now part of the Fnglish constitution, the
English notion of what proper government ought
to be."

lle notes that local government was exported fo the colonies
withouf opposition and that there is an '"ethical commitment" to local
;_v,-overnment.3 ~"hile local government is part of the urwritten Fnglish
constitution, it has no formal place in either the federal Australian
coﬂstituéionh'or the Constitution Act of the State of Tasfnania.S It

is difficult to determine whether there is any éthicél commitment to

2, Ibid., p.5.

3. There was some opposition to local government in parts of Tasmania
after 1865. Sece. R.L. Yettenhall, A Guide to Tasmanian Fovernment
Adminis tration, llobart: P]atypus,']°68 p. 313.

6') Commorwealth Bureau of Census and statistics, Cbmmonwealth Year
Book, 57, 1971, pp. 6-22.

5. Tasmanian Statutes, Vol. 1, Constitution Act, 1934.
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to local government in Australia. The State Parliaments could of course
aBolish local councils if they wished but because they still exist and

are used as administrative devices by ‘the states, they are at least
”

_regarded-as necessary for the achievement of some of the goals set by
) 3o : '

the states.

There is some evidence'that'the people want local government as
part of the system, however, and this supgests a strong cqmmitment.
A report froh,the Municipal Commission of Tasmania in 1965 recommended
fhe amalgamation of many Qf the state's 49 municipalities. The
Commission's reéoﬁmendations were not implemented because of opposition
froﬁ petitioners énd local govermnment authorities which questioned ﬁhe
legality of the Commission's operations and recommendations. The
dispuﬁe was resolved in the Commission's favourAin 1968 but no final
report was issned.6 A new commission has since been given the task

of boundary review.

Parliament is the source of local government power and the
felationship between the two bodies, revorted by A.F. Davies, holds for

all Australian states.7

"The constitutional basis of the local govermment
system is that local authorities are granted the
privileges of incorporation to exercise certain
-defined duties and powers. They are subordinate
legislative and executive hodies, whose general
authority is derived from the authority of the
'State Parliament."

Tﬁe.incdrpqrating Act, the Local Governhent Act 1962, defines
which'other Acts the council is to administer, and how 1£ stands relétive

to other units of government. 1In Tasmania the Hydro Flectric Commission

6. R.L. Wettenhall, Op.cit., p. 319,

7. A.F. Davies, Local Government in Victoria, Melbourne University
Press: 1951, p. 18. '
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and the Departments of Health, Housing, and Public Works and Local

Govermnment are four. other agencies which councils deal with and are

"mostly subject to, though many matters are usually subject to

negotiation. Local government thus exists in an interdependent system

constrained hy an Act of Parliament and the operation of other agencies.

(b) 'Respoﬁsibility

" Local government has responsibilities within this interdepend-

‘ent systéh for the discharge of functions such as road construction, -

: townbplanﬁinggand aspects of public health. In terms of democratic

values, however, {E/;g_ghggged with a responsibility far more important
than the provision of éervices. Local government is seen as the means
of involving people in government throggh their representation on and

participation in local councils. J.S. Mill wrote:8

"The very object of having local representation,
is in order that those who have an interest in
common which they do not share with the general
body of their countrymen may manage that joint
interest by themselves."

In the century Since Mill wrote there has been a‘growth‘ih‘the
functions of government, ih the number énd size of executive agencies,
and in the_expgrt advisers_through which govefnments are'inforﬁéd. The
local governmeﬁﬁ rebresehtative now finds himself workiné with‘highly
skille&:ﬁén ﬁﬁo'ﬁndw ﬁore than he abés about the tasks bngovéfhhent.

Lconomists, psythblpﬁist, tovm planngrs, social ﬁorkgfg and

éngineefs'have proféssional'norms and recognised expertise over areas’

in which the govermment makes policy. Eletted_fepresentatives become

more dependent on their advisers as contemporary political problems

8. J.S. Mil1, Comsiderations on Representative Govermment, lLondon:

Parker and Sons, 1869, p. 272. -
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become more complex. TUnder these circums_tanc’es "management of joint
interests'" becomes more difficult and Mill's democratic ideal more

remote. This b_ure_aucratisatioﬂ of local government is seen by Herman
Finer as one reason among others for representation by the community

in the g‘o'_vernment system:

"...despite the compelling power of the great
technological and social forces making for
centralisation, there are four considerations
that justify the continued existence in some
‘measure of local self-government - the impossi-
bility for the central officials to appreciate
the feeling of pleasure and pain issuing from
a local situation; the importance of minister-
ing to individual originality and sense of free

- authority, coupled with the opportunity of
~political education; the maintenance of a
counterweight to centralised power which might
tend to absoluteness.” :

Finer's repreéentativgs of the community systém get a political
‘education, help distribute power away from one of the centres of govern-
ment, and most important of all make with sensitivity decisions which .

bear on the lives of other members of the community.

The extent to which the community useé 1tsvvrepr.ese'ntatives and
on which .n;atters is not yet documented in Australia. The converse,
.the" extent to ﬁich the representatives seek opinions from the community
system and on which matter‘s, is similarly not documented. - lNowever,
7, Hugh H_élco. in a st:qdy of the Ménch_ester City Council found t:hat::l0
" "In the formal repr‘esen‘tative content of -

constituency relatjons, there seems to be.
very little policy discussion or pressure

9, H. Finer, "The case for local self—govermnent , Publice Admznzstratwn
" Review, 3, 1943, p.58. o

10. H, Hugh Heclo, "The Councillor's Job", Public 'Adminiétratio'n
' (London), 47, 1969, p.193, o :
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transmitted from constituents to .councillors.
"Communication is concerned almost exclusively
with individual grievances hrought to the
councillor. : ’

Representatives are only one channel through which the community
~can interact with local government. Another channel is through the :
employees of the government - the memhers.of the bureaucracy. Fmployees
‘can take the community 8 needs into the government organisation and
express then to the reoresentatives 'who are usually held to be respons—
' ible for the decisions taken in the organisation.' Representatives
and employees'meet formally and informally.in the organisation mainly
for'the purpose of‘mahing decisions.lu

+houghlthe local government orpanisation is avsubordinate memher
~-of the uhole system of government, it has a great deal of . flexibility
ahout the structure and procedures it adopts.: The forms, or non—pres—
crihed_ways of doing things are largely determined-by the membership of
the'organisation. The enabling legislation prescribes the functions
that the organisation should perform and specifies who the holders of
.responsibility are, ‘ Both prescriptions have an impact on the structure
of thevorganisation.“ N |

Those who are given executive responsihility.develop nays of
co-ordinating and executing the interactions within local government i
:'and hetween the organisation, the communitv amdtheother agencies of
rovernment.; Committees“consistinr of representatives‘and senior gtaff
'and emhracing several functiona] areas are common devices for handling
'some;tasks and'securingfthe‘authority-to execute others,;» K.Q.'Whearev

seesvthese committees as “committees to administerf: 1

11, 'R.C, Nheare, Government by Cbmmzttee, London: . " Oxford University
’ Press,vl955 L 164 : .
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"Local government authorities in Britain are
administrative hodies; almost all the functions

- they perform are concerned with carrying into
effect services which the central parliament
has decided shall be provided. Thev carry out
these duties hy the use of committees."

Committee work cannot be dismissed becauée it is regarded as’
the work of a subordinate authority; Committee members discuss items
on which decisions are made that affect the lives in one way ofbanother
of many members of the cormmunity. H.V. Wiseman, who calls coﬁmittees
"workshops of lbcal government', explains the attitudes he observes

o ' 12
and the attributes necessary in committee operations:

", .. members have to consider a great variety of
apparently minor items ... In many cases it
might appear that action by officials without
committee approval could Jead to no difficulty.

~ Members, however, like to keep in touch with
the details of administration and it sometimes
happens that apparently innocuous items raise
matters of principle..."

Committeenmefingsare the venue for interactions between
elected members of the community involved and the pfficial stéff
memberé.of the organisation. The‘two do not merge easily becaqse the
committee members have different primary allegiances which produce
different decision making roles. The elected representatives have a
dual respoﬁsibility, firstly to their electorate and secondly to the
organ{sationiénd its members. The staff.alsoAhaQe a'dual.respénsi*
bilitv, first]y to the anﬂ ﬁndar which they work and secéndlv to the
fcémmunif§‘tbey serve, Thes¢ distinctions are purely analvtical and

no douht a greater range of-respoﬁsihilities would be found in'practice.

llowvever they do serve to indicate the basis for the division of labour

12, H.V. Wiseman, Local Govermment at Work, London: Poutledge
" and Kegan Paul, 1967, p. 52.
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in the literature between representatives and staff. The division
1s one discussséd in Chapter one and 1s chiefly about decision making

roles. . A.¥W. Marsghall claims:13

"The concentration in the council of respénsibility
for both policy and the supervision of its
execution may induce members and officers to
forget that their functions are distinct; policy
is for the members and administration for the
officials, even though the members are ultimately

~ accountable."

Mafshéll's work was directed at local government officers ané
perhaps hisxteason for making a distinction between the two functions
“and rolés was to create an avareness of a Soundary for officérs Seﬁond
which their.activities usurped those of the represeﬁtative. The devel-
opment of a real as apart from an énalytic or ideal distinction between
their roles is more»difficult and Marshall seems to beAaware of this.

- In.discussing committees, he says of the staff member's role:14

"The extent of the official's participation
in the discussion depends on local tradition
and the interplay of personalities..."

It seems that while Marshall advocates a dichotomy, he accepts
something less as practical., 1ig description of the budgetary making
process indicates the importance of a high dégree of interdependence

between aldermen and staff.15

The need for 1nterdependénceis seen by Vheare and Geoffrey Drain.
Wheare says:;6

"Though we speak of administration by committees

13. A.NH, Maxshall; Financial Administration in Local Govermment,
" London: Allen and Unwin, 1660, p. 23. -

14, 1bid., p. 18.
150 j‘.Tb&z., DP. 27"54.
16. Wheare, Op.cit., p. 176,
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we do not imagine that all administrative
decisions which a committee is authorized

to take can or :should be taken by the committee
... In practice, the administrative function
will be shared between the committee and the
higher officials."”

The idea of sharing 1s taken further by Drain who thinks

committee work provides officers with "a role of full partnership";
they "advise and guide to the point at which full responsibility is
‘taken by the members."l7 Drain's notion of "full partnership" is
therefore an overstatement. Officers share the work of their committees,
but not the responsibility for their decisions. The demands of respon-
sibility and accountablity made on elected representatives produces
‘the need to separate their work and actions from those of officers;
however, the actual operations of local government blur the distinction.
D.N. Chester attacks the Maud Committee proposal for "a clearer division
of labour between council - member and officer"18 with an appeal for
the recognition of interdependent roles:19

"The democratic process involves a close working

relationship between two partners - the elected

representative and the permanent official. TFach

"has his role and neither can work or succeed for

long without the other."

Chester is supported by W.A. Hampton who reports from his work
in Sheffield-that:zo
""The distinction between policy and administration-
igs a difficult question, and many Labour councillors
hold the view that it is impossible to separate

‘these two aspects of council work to the extent
that the Maud Committee proposed ...."

17, Gebffrey‘Dtain, Organization and Practice of Local Government,
London; Heinemann, 1966, p. 49.

18. Ministry of Housing and Local Government, Report of the Committee
. on the Management of Local Government, London: H.M.S.0., 1967,
Volume 1, para 8 (1). ’

19. D.N. Chester, .'Local democracy and the internal orgahisation of
: Local Authorities", Public Administration (London) 46, 1968, p.295.

20. W.A. lampton, Democracy and Community, London: Oxford Uni-
' versity Press, 1970, p. 60. -
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The working relationship proves intangible of c omplete
4vdéscr1ption but it is. certainly synergistic. That i3, each member of
“the commit:tge depends on the other members in brder for the relation-
ship to function. The relationship is co-operative within the organ-
Visat'ion apd the coomittees are the majof'venue for the achievement of
cof-operation.. The organisation has other forms and processes in which
similar interactions occur. These fall under the headf ng of the

informal organisation.

2.  ORGANISAT IONAL DECISION MAKING

It is within the council's formal andb informal processes that,
among other things, decisions are made. NDecisions in councils and
other organisations are made by individuals and/or groups and much of
the theory is concerned with explai}nir}g the behaviour of individuals.
However, one recent addition to the literature, the notion of the
"appreciative system' puts the individual decision maker within his

organisational context.

(a) The appréciative gystém.‘

The term "appreciative sﬁstem" is used to describe the factors
which affect an ind:lvidual"s responses to a decision making situation
and which influenc'e his decision. Geoffrey Vickers f4rst used the term
to describe an individual's "féadinegs to distinguish . and to classi-
 fy émd to value" s’élve.cvted'aspec'ts: of si>tuati.ons in iza.ys special to hifn—

self.21 Nig readinesses are linked into a .t;yst:em:22

21. Géoffrey Vickers, The Art of Judgment, London: Chapman and
Hall, 1965, p. 67. :

22. Ibid., p. 69.
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"by which the individual makes sense of the
observed world in which he lives and its
configuration in space and time. Thev. form
part also of the system by which he makes sense
of the communicated world which he shares with
his fellow man. They form part too of the
system by which he makes sense of his experienced
world and hence of himself."

It is'through his appreciative system that the individual
ohgserves the world and makes judgments about it., The 1ndividual is
joined to the organisafion and the community by the notion of the appre-
ciative system hecause his judgments are influenced by factors beyond

those of immediate and direct concern in a decision making situation:23

", .. judgment and decision, though mental activities

of individuals are also part of a social process.

They are taken within and depend on a net of '
communication, which is meaningful only through a

vast, partly organized accumilation of largely

shared assumptions and expectations, a structure
constantly being developed and changed by the activities
it mediates."

Vickers says that the individual decision maker cannot be
separated from the organisation or the society in which he makes

decisions. 1lis decisions are directed towards balancing and optimiz-

ing:24

"He must maintain those relations between inflow

- and outflow of resources on which every dynamic
system depends; and he must also adjust all the
controllable variahbles, internal and external,
so as to optimize the values of the resulting
relations, as valued by him or hy those to whom
he 1s accountable."

The decision maker's appreciation of facts about the éystem is
a reality Judgment. then a decision maker halances resources or inform- v

atioﬁ, he makes a reality judgment. When he makes judgments about the

23. . Ibid., p.15.
2. Ibid., p. 195.
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significance of the facts, he makes a value judgment:.25 Vickers sees
these judpments as 'inseparable constituents of appreciation.'  The
judgments are closely related because one gives meaning to the other:
the gat:hering of information or facts without purpose or assessment

is as.meaningless as fhe pbservation of “letters or numbers to an
illiterate who may identify t:hem as such but who is unable to appreciate

them and organise them as data significant for himself.

Vickers analysis of decision making while based on the work of
H.A. Simon, differs from it and the work of most other notmative studies
because of this notﬁion of the appreciative system. Vickers helps fill

a gap noticed by Simon..26

"Making programmed decisions depends on relatively
simple psychological processes that are somevhat
understood, at least at the practical level ...
RBecause we have not understood them, our theories
ahout non-programmed decision-making have been rather
empty and our practical advice only moderately
helpful."”

Other scholars observed the same gép and perhaps the value of
Viqker's contributidn is that it provides a term for general use and
calls the éttention of the rationalists to the social and organisational
environment of the decision maker. This seems to be a significant
advance over the rationalist appfoach and provides a useful, comprehensive

adﬁition to the'understanding_of décision making.

(b) The rationalists.

The rationalist approach sprang naturally from the st:udy of Max

Weber's work on the structure of organisations. Scholars, especially

25. Ibid., p. 40,

’ '26. H.A. Simon, The New Science of Management Decision, New York:
Harper and Row, 1960, p. 11 [Hereafter Simon (1960)] .
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. of décision making, seemed to carry on under the influence of Weber's

rational organisation.

The concept of rational organisatioﬁ is seen in Weber's bench-
mark discussion of hureaucracy in_which hé evolveé three ideal-types
as conceptual tools. In his rational-legal médel organisatidns 6perafe
on "rational grounds' through persons "elevated to authority" issuing
commands under specified rules and securing obedience through allegiance

to an hierarchical '"'legally established impersonal order."27

Members
believe in legality of -the rules which define "thevposition of the
bureaucrat, his relations with the ruler, the ruled and his colleagues."28
While Weber did not expect any of his ideal types "to be found in
historical cases in 'pure form'."zg he prescribed conditions to make
legal authority effec;ive, and developed fundamental categories of
rational legal authority. The conditions, categories, and authority

relations prescribed by the rules make the organisation impersonal,

hierarchical, and rational.

Weber does not use any of his three types of bureaucrac& to
analyse the internal structure or processes of an organisation.
Mouzelis notes that he used the concept of bureaucracy "in his cross-
cultural general analysis, mainly in order to distinguish various types
of domination and their corresponding administrative apparatus."BO

Later theorists have been concerned with explaining the internal

27. Max Weber, ''Legimate authority and Bureaucracy", in D.S. Pugh
o (ed.), Organisation Theory, Warmondsworth: Penguin, 1971, p.15.

;28Q M. Mouzelis, Organisation and Bureaucracy, london: Routledge
‘and Kegan Paul, 1969, p. 17.

29, - Weber, Op. cit., p. 16.
30. Mouzelis, - Op. ett., p.49.
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operations of orpanisations. W.A. Simon, for example, sees admini-

atrative hehaviour having decision mnking as its focus:31

"A1l behaviour involves conscious or unconscious
selection of particular actions out of all those
which are physically possihle to the actor amd to
' those persons over whom he exercises influence
and authority.”

Simon sees administrative behaviour being guided by 'general
goals or ébjectives" - and thus as "purposive''; and he sees it as
"rational insofar as it selects alternatives which are conducive to the
achievement of the previously selected goals."32 Goal achievement is

facilitated by administrative processes which are:33

"decisional processes: they consist in segregating
certain elements in the decisions of members of

the organisation, and establishing regular organis--
ational procedures to select and determine these
elements and to communicate them to the members
concerned."

Simon is more concerned than Weber with what the members of an
organisation do, but he acknowledges that the individual works within

boundaries set by the organisation:34

"The decisions which the organisation makes for the
individual ordinarily (1) specify his function ...
(a) allocate authority, that is determine who in the
organisation is to have power to make further decisions
for the individual; and (3) set such other limits to
his choice as are needed to coordinate the activities
of several individuals in the organisation."”

Specifications of functions, allocation of authority, and
indication of the need for coordination involve the existence of formal
rules and positions withih an organisation. Simon's analysis can be seen

as giving some scant flesh to the skeleton provided by weber. A higher

31. W.A. Simon, Administrative Behaviour, New York: The Free Press,
2nd ed., 1057, r. 3.

32.  Ibid., p.S5.
.33, Ibid., p.8.
34, Ibid., p.9.
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degree of specificity about the administrative process comes from E.H.

Litchfield who writes:35

"The administrative process 1is a cycle of action
which includes the following activities:

(a) decision making; (b) programming; (c) communicating;
(d) controlling; (e) reappraising.” :

Litchfield notes that the ideal, logical sequence of the cycle
of action may not be found in reality; stages may be by-passed or taken
in a different order, The organisation works in an environment which

influences 1its administrative process.

‘Studies of the administrative process emphasise decision making.

P.B. Applewhite, in a review of the field notes:36

Since the kind of decision making relevant to
behavioural science covers such a broad area,
many difference categories of decision making
are possible: quantitative, normative, substan-
tive; those based upon the functions of decision
making and those based upon its determination.”

It will be sufficient for the purposes of this study to select
only some of the normative work agsociated mainly with intra-organisa-
tional decision-making. Normative studies fall into three categories:
the rationalists, the incrementalists, the mixed-scanners. Each can
be seen as an attempt to prescribe decision making behaviour for

vindividualé in organisaéions. The latter two are based on the ration-
~alist app:qacﬁ and are attempts to improve on them and to develop a

more realistic prescription.

The classicél theory of rational decision making assumes that

35. T.H. Litchfield, "Notes on a general theory of administration',
Administrative Science Quarterly, 1, 1956, p.12.

36. P.B. Applewhite, Organisational Behaviour, Enylewood Cliffs,
N. J.. Prentice-ﬂall Inc., 1965, p. 54.



36.

_the decision maker is objectively rational; he knows all the alter;
natives and the consequence of choosing each.37 The decision made
is thus optiﬁél. The fault with the theory 1is that it assumes too
much: 1{ts notion of rationality contains more certainty than most

decision makeréAface in reality. -Robert Tannenbaum says:3

"1f an individual were aware of all the consequences
related to each ... behaviour alternative(s),
4]  ~judgment would not have to be exercised. One
alternative would clearly be superior to all others.
Individual behaviour could be completely rational."

Modification of the notion of the objectively rational decision
maker to 1ncofporate some elements of reality leads to March and

Simon's 'relative' or 'subjective rationality' mbdel:39

"The organisational and social environmment in
which the decision maker finds himself determines
what consequences he will anticipate, what ones
he will not; what alternatives he will consider,
what ones he will ignore."” '

Their 'theory of rational choice' is characterizedvby the pro-
cesses the decision maker goes through in constructing a 'limited,
approximate, simplified "model" of thé real situation' which he perceives
for himself and with the aid of others' in his environment.ao Though
this position approximates the view held by Vickers, it does not
emphasise sufficiently factors heyond the sifuation "inAwhich the

decision maker finds himself."

The_rationalisﬁs' decision maker is helped to make sense of the

37.  J.G. March, "Theorv of organisational decision making", in P.A.
' Nare et.al. Small Croups: studies in soctal interaction, New
York: VWiley and Sons, 1958, p. 138,

38. Robert Tannenhaum, "™anagerial decision making", The Journal of
Business, 23 (1), 1950, p. 25.

39, March and Simon, Op.cit., p. 139. (Au;hors' emphasis).
40.  Ibid. ‘ ' ’
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decisional situation by working through particular stages-or phases
and By knowing what.sort of decision has to be made. Thev also help"
the decision analyst categorise the process, and that is done in this
study.

Siﬁon distinguishes three principal ﬁhases of decision—makiﬂg;
1nte111geﬂCe activity, design activity, and choice act:iv:lty.["1 fhe
intelligence phase involves searching the environment for conditions
calling for decision, the design phase covers inventing, developing and
analysing possible alternatives,'andvthe choice phase involves "selecting

nb2 The phases

a particular course of action from those availahie.
usually proéeed in séquence, but each phase may demand the renewal or

insertion of anofher phase. For example problems in the design phase
might involve subactivities of either choice activity or more intelli;
gence activity. However Simon says "thg three large pﬁases are often

clearly discernible as the organisational decision process 'unfolds."43

Movement through the phases is influenced by the type of
decision the decision maker faces. .Commonly, a distinction is made
between programmed and non-programmed decisions.bd Programmed
decisions feature repetitive and routine activity and use habit and
established organisational procedures in reaching a solﬁtion: non—
programmed decisions involve the need to choose a éoufse of action on
matters fhatﬂare new, different, or with "elusive or complex' natures.

- The non-programmed decision can bhe made using judgment or rule of thumb,

41, Simon, (1960), Op.cit., p.2.
42,  Ibid. -
43.  Ibid.,.p. 3.

44,  Ibid., p. 4-5. Also Tom Burns and G.M. Stalker, The Management
' of Imnnovation, London: Tavistock, 1961, especially pp. 116-119
for an empirical analysis using Simon's distinction.
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. . 4
or through heuristic problem-solving techniques. > Decisions which
are neither programmed nor non-programmed are made through an amalgam

‘'of the technique above.

Decisions made along the programmed f noh-progr§mmed continuum
" involve decision makers in specific activities if they are seeking a 
high degree of rationality, and in a process of evaluation in which
their owm percepﬁions and values are influential.

[{
Litchfield says that decision making:'6

"In its rational, deliberative, discretionary,
and purposive form ... 1s performed by means'of
the following sub-activities:

a) definition of the issue; b) analysis of
the existing sitnation; c) calculation and
delineation of alternatives; d) deliberation:
e) choice."

The decision maker may not foliow the idealized sequence of
ac;ivities; -each activity presumes the existence of some factors
crugial to the quality of the choice. There must be time for each
activity to be carried out; the decision makér must have abilities
commensurate.with the requirements of each stage, for his role as

definer, analyser, calculator, deliberator and chooser may be demanding

45.  Simon, (1960), Op.cit., pp. 6-8.

46, Litchfield, Op.cit., p.13. Applewhite commenting on several
" views of activities in the decision process, notes that "the
general idea of the process is agreed upon but the details vary
somewhat." Op.cit., p.56. Other views on the activities in ,
the decision process mav be found in: W.H. Newman, Adninistrative
Action, Fnglewood Cliffs, N,J.: Prentice-Hall, Rev. ed., 1963.
p. 105; Harold ¥Koontz and Cyril O'Donnell, Principles of Manage-
ment, Vew York: McGraw Hill, 1968, pp. 152-160; Peter Drucker,
The Practice of Management, London: Pan, 3rd ed., 1968, p.421-436;
~ W.W. Newman, C.F. Summer, Kirby, E. Warren, The Process of Manage-
ment, Fnglewood Cliffs, N.J.: Prentice-Hall, 3rd ed., 1972,
pp.246-248; and D.W, Miller and M.K. Starr, The Structure of
. Human Decisions, Fnglewood Cliffs, N.J.: Prentice-lall, 1967,
. pp. 34-35, '
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'especially 1{f he facesaa.non-programmed decision;"_the’infbrﬁation
: necessary for’adequatefdefinition’and-analysis ia vitaljto the success-
¢f61 ccnpletion;of the7remaining.stages,ibecause.without sufficient
'fjinfornation, hitchfield'a:decision maker has a very weak.basia for-'
,,rational_choice., ﬁach’stage of Litchfield's decisiontprocess involyes
the reception_anc nae of.stimuli by the Aecision naker; so that the |

. process "is influenced by limitationagnpon'rationality.n47.“

- RecOgnition of'the.limitations on rationality led March and Simon
to their concepts of 'bounded rationality' and-satisficing. The ideal-
‘~ized normative stages prescrihed hy Litchfield and others gives way to

the acceptance of human limitations. March and Simon1say.48

"Most human decision-making, whether individual or
~ organisational,is concerned with the discovery and
selection of aatisfactory alternatives; - only in
exceptional cases is it concerned with the discovery o
and selection of optimal alternatives."

o (e) Increhentalism.'
wes Charles/lindblom 8 incrementalist approach to decision making
is designed . to take into account the’ limitations held and faced by

4deciaion makers. After criticising the ohjectively rational approach

o ‘as aeauming "intellectual capacities and sourcea of information that

47, "~ Litchfield,’ Op cit., P 16. Tannenbaumnmakea'a”aimilarjcbmment,_
. ] Op c‘lto, POZSO ) .
" 48,. ‘March’ and Simon, Op.ctt., pp.-140-141 J. Feldman and H.E. Kanter -
: f”Organisational decision making", in J.G.March (ed.), Handbook
of Organisations, Chicago: Rand McNally, 1965, ‘makes a similar
. 'point. about alternatives: "The alternatives considered in a
”decision procedure are restricted by physical, emotional, and
. 'legal constraints. Search is conducted primarily in the neighbour-
"hood. of presently existing alternatives because of the prominence
A . of thesge alternatives and the ease of calculating their conse—
- :_pquencea.' (p. 641). . 3
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men simply do not possess,'" he writes that the attention of public
agencies is deliberately restricted to 'relatively few values and
- relatively few alternative policies among the countless alternatives

that might be imagined."l’9

The requiréﬁents in the rational model for the decision maker to
consider all relevant alternatives and to rank desirable objectives
for‘his decision are replaced by less demanding requirements in the
successive iimited comparisons or incrementalist model. Lindblom
thinks the task of clarifying ohjectives and discovering alternatives
is ﬁot helpful to the administrator. Sociél objectives have differing
values in changed circﬁmstancés; the administrator may noc.be able to

rank them, just as he may not he able to rank his own objectives:so

"lmahle consequently to formulate the relevant
values first and then choose among policies to
achieve them, administrators must choose
directly among alternative policies that offer
somewhat different marginal combinations of
values."

This model means that the decision maker need notlhegin.fron\the
ground up with each policy issue, but need only consider incrémental
change fo bolicies which already exist. e is better able to compre-—
heﬁd dété, to perceive consequences arising from his decision, and to
simplify‘his decisional analysis. The model permits the decision maker
, tb mové'férward through a series of '"incremental changes'" and to avoid

' v - . 51
serious mistakes, The cornerstone. of the model is that:

49. - Charles F. Lindblom, "The Science of 'Muddling.Through',"
Public Administration Review, 19. 1959, p. 80. :

50,  Ibid., p. 82.
s1.  1bid., p. #3.
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«.. the administrator need not try to analyse any
values except the values by which alternative
.- policies differ and need not be concerned with

- them except as they differ marginally."”

(1) Mixed Scanning.

Though Ftzioni's work is not drawn on to analyse or judge the
decision making process in Glenorchy, it is interesting to note that it
takes a middle way between objective rationality and incrementailism.

Ftzioni attacks both the rational and the incremental approaches:52

"A rationalistic approach to decision making requires
preater resources than decision-makers command.
The incremental strategy, which takes into account
the limited capacity of actors, fosters decisions
which neglect basic societal innovations."

Ftzioni proposes a two-stage procedure through which directions
are gset for society by fundamental decisions and by "increméntal pro-
cesses which prepare for fundamental decisfions and work them out after

‘they have heen reached."53

The ideals and prescriptions of the normative decision making
thgoriéts may be one of the influénces working on a decision maker,
Indeed, the use of particular phases or techniques may be part of a
decision m#ker's attempt to understand the situation in wﬁich he has

' to make a decision.

3. DECISION MAKING IN LOCAL GOVFRNMFENT.

lA local government council is an organisation in which elected

52, A, Ftzioni, "Mixed Scanning: a 'th{rd' approach to decision—makinp
Public Admznzstratzon Review, 271 , 1967, p. 385.

5§3. Ibid., p. 388.
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representatives and permanent officia_].s‘a meét to make decisions which
wil]_'afféét the municipality.' Tﬁe decisioﬁs are mdev following éart‘icule_xf
formal and {nformal procvedures and the décisipﬁ makers aré'influenced
by t:he;r appreciative s&stém‘s, which govern their readiness to reépond

to the. decisional situations they are faced .wiAth.

The decision makex;s' appreciative systems may embodvy such 1items
as esteem for the obinions of another, the readiness to recall what
hapf)ened when a similar decision was taken bgfore, an 'a_@reness of the
consequences of the dgcision, and a recollection about another decision
taken in another cont.ex-t. Factbors such as the length of service in
f:he' o_rgar_\isation and knowledge about the organisation's procedures also - -

may affect the decision makers' appreciative systems.

The decision making process in an ideal situation, moves through
several phasés designed to achieve a h'i_gh level of rationality, It is
likely, however, that the participants' appreciative systems act as

barriers to rationalityA in decision making.

It is pOSSiblé to break up the decisi-or{ making pfof:ess for
obsvervational_v purposes into an inte_lligence phase, a design p'hase, and
: :a decision phaée. .At the same tilné, judgments‘can be made about how
- far the _Obée‘rved_ process approximates to aspects of rationa_l ﬂécision
.mal'cing sﬁch éé the delineation and pr’esentatidn of 'altefnatives. The
process is d'iv.ided‘into Simon's three phases for analytical purpo_sves '
“in f:his .s.tudy buvtiits"use as_é device for assembling and assessing
'daté does not begin until the organisation itself and some of it_s

members have been discussed. This is the task of the next chapter.
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CHAPTFR THREE

THF. CITY AND THF CNUNCTL

A public organisation such as a local govermment council is
very élosely linked to its environment, physical and man-made. Within
the council's boundaries are the SOurcés of most of its revenQé and
the directions of all of its expenditure, and most of the démands.it
is asked to meet. The council develops ways of dealing with the
deﬁands and heeds of the community it serves through variouslstructures

and. procedures.

This chapter outlines the main féaturés of the pqst—ﬁar_growth :
of Glenofchy, the copncil, its membership, and its structure and
deciéion making procadureé.' It also. examines the attributed influenﬁe
ofvéoﬁe of its members. The chapter is intended as a gketch of the
setting within which the specific decision to strike tﬁe-rate'will be

examined,

1. THE CTTY

(a) Physiéal Setting.

: EGIenorchy,lies to the north of Hobart in beautiful surroundings
on ﬁhe s1opes of Mt, Wellington and Mt. Stuart and alongside the Derwent
River. The municipality's location is shovm on the map below (Figure

3.1y,
Its éreé of 114,77 square kilometres covers heavy and light

indnétriai'zones on flaf land near the river, mixed with fesidential»zones
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FTGURE 3,1
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v overlookiﬁg some picturesquebriver bays. The main northern highway
‘severs most §f this section from the major commercial and fesidential
areas in-Glenorchy, Moonah and Claremont. It is in these three areas
that most residential, commercial and educational establishments have
been'bﬁilt. The city's areﬁ 15 érossed by more than twenty-creeks and
small streams which flow in deep gullies. Several areas of'land,'espf
ecially in the foothills or near the gullies are véry steep and create
“congtruction nroblemé-for the city's engineers‘and for the many citizens

who have decided to 1ive in Glenorchy since the last war.

(b) Brief History.

Glenorchy was proclaimed a municipality in 1864; Glenorchy
develbped alongside Humphreys Rivulet where water power was used to make
" soap, candles and cider, and for tallow manufacturing and fellméngering.
Homes.were.built close to the industries. The remainder of the district
was devoted to agriculture and horticulture on large holdings. The
removal of the water into storagevand thé fatlure of thé Van Dieman's
Laﬁd Bank caugsed chanpes in the district. Factories left the Rivulet.
The big farms'were suhdivided into small farms on whichlhomesteads were

built. Most farms had access to the creeks.

» ﬁetween 1915 ‘and 1922 the Eléctrolytic Zinc Company_of Australasia
_Ltd; and Cadbury—Frvaasgall Pty.Ltd. began operating in tﬁe district
jand'étimulated more service industry. Vehicular transport‘wasbscarce.
.aﬁd homes tended to be close to Qork. In theiearly 1950'5 feéder buses
sfarted in.a 11mited way and homes gradually spread tovouter areas.
then buses hégan to govto all suburbs from Hobart this development
accelerated. Glenofchy attracted moré industry as.firms estabiished in

Hobart transferred to Moonah where vacant land was available at a



46_.

reasonable price and the railway was adjacent for heavy transport.,

The boundaries fixed in 1864 were étill the same in 1‘9614 when
Clenofchy (now a mixed ihdustfial and residential aréa) was decl ared
'.‘!‘asmania'sithird_ city. As we‘ll_ as achieving higher status the city
. was eht"itled to an increased numhber of elected representatives and the
opportunity to elect 'the Mayor and Deputy Mayor directly. Twelve
instead of nine aldermken were now to sit on the council and the Mayor
and his dei:u_ty were to he eleétéd by the fatepayers and not by the
council itself.2 These three chaﬁges have had significant consequences .
in thé’ municipality. City status attracted different sorts of candidates
for election from those who had stood previously and their success
together with direc.t' mayoral elections gradually reduced internal strife

(7

and power struggles within the council. f

Some of the new aldermen represented Glenorchy's inc'reasing
numbers of middle class empio_vegs and young home-owners who had moved

to the municipality in the 1950s.

Residential, commercial and industrial growth has been very rapid-
since the end of World War II,. Table 3.1 shows the population growth,
and the increase in assessed annual value (A.A.V.) of property in the

city, and percentage increases between selected years.

' The'rapid incr‘ease in the financial resources and manpower
avai] ahlp for use through the council 1is evident in two stages.

First, population grew faster in the 1950s, then propert:v values rose

1. T am indebted to Alderman P. Jacques for most of this information.
See .also: The Municipality of Glenorchy, A Century of Glemorchy
‘4186‘4—]96‘4 Hobart' 1964, 87 pp. 62 illustrations, esp. pp. 64-68.

2. A 1list of aldermen and senior staff serving at the time of the
o studv is included as Appendix P. :
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TAPLE 3.1

Population growth and increases in assessed annual -
value, Glenorchy City Council, Selectgd years
1947-1972, by value and percentage.

.Population. | ‘| Assessed Annual Value
Vear No. | % E 7
1947 14498 - 415,124 | -
1954-55 | - 25890 79 1,327,560 68
1960 34682 34 2,068,336 | 123
1966 f 39053 13 6,835,000 | 130
1972 - 42900 10 15,663,465 | 129
| ' | :

Source: Commonwealth Bureau of Census and Statistics,

Statistics of the State of Tasmania, 1947, 1954-55,
1960-61 and 1966; Commorwealth Bureau of Census and Statistics,

§.S. 1972, No. 87.

fastér in the 19603. The population dwelt in the Australian suburban
style in houses on separate lots over many parts of the municipality,

and though thé city cbuncil had more resources to dra& frbm it also faced.
‘an.incfeased volume of demaﬁd for fhe provision of services such as

roadg, health, and garbage collection and disposal,

' Tﬁe_Council's response'tpvthe needs of 1its environment is pértiy
reflected in:fhé empldyment figures since 1947, Table 3.2 shows the
-vnﬁmber‘and ratios of administrative and general (dr_oﬁtside) staff employ-

 ed'in selected yearé Between‘1947 and 1966,
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TABLE 3.2

Number and ratio of administrative and general

staff, Glenorchy City Council, selected years,

1947-1066.
» STATF
Year Admin. General Ratio Total
1047 27 60 V3.2 87
1954-55 2 90 4 s 116
1960-61 | 77 /3.3 111
1966 55 113 Y1 168
Source: Commonwealth Bureau of Census and Statistics,

Statistics of the State of Tasmania, 1947,
1954-55, 1960-61, and 1966. Glenorchy City
Council _Records, 1972,

It seems that an early response was to employ more staff to
work on road and sewerage construction and that only later were more
administrative st.:aff' added. The ratio of administrative to general
staff shows the slow increase in administrative staff. Senior admini-
strative staff have édded expertise to the council. Recent appointments
include a tqvin pianner, two .édditiona'l engineers, a qualifiéd account-

ant; and support staff such as more draughtsmen.

The increase in the number of staff has affected -the ways in
_which ‘long-serving aldermen are accustomed to work. . One alderman who
has served for more than 19 years said during a conversation after a

committee’ 'm‘eet;'lng :
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"It's sort of bureaucratic. Things get
locked up in there. We used to be able
to -keep a check on things; we used to
¥now exactly how much money was spent
and so on." :

He feels the increase in administrativé staff members has
taken aidermeh away from knowledge of the details of the council's
operations. However, another alderman who has served for more than
19 years said the staff were essential '"for getting the job done pro-

_perly. Ve need each other."

Population aﬁd property growth in the post-war years certainly
have influenced council employment and relationships between aldermen
and foicers.' Relatianships have heen affected, it seems, by increased
speciélis: recruitment and the wavs in which the internal Opérations of
the council héve changed. They have also been influenced by the men
serving as aldermen. The internal operations, or structure and proced-
ures, have Been changed to meet the demands of increased work-locads and

" greater task-specialisation.

2. THE COUNCIL

~a) Membership

The council consists of twelve aldermen elected from three
‘wards. Thg'aldermen‘sit for four years, but half refire every two years.
v Eiéétions are.held for the positions of Mayor and Deputy Mayor -every
two yeérs, cbnqufrent with the aldermanic elections. The all-male
cbuncil is youn#er on average (42.5 vears) thanvthe senior staff (50
'yeérsjband spent marginally more time at school (9,4 yearsvcomnared to
8.9>yeafé).. However, the staff have served longer én.average (17.1

years compared to 14 years) and are better qualified, as might be
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expected; Fifty-six percent of the senior staff have non—degreg
.tertiary qhalificationé and 227 are still studying. Twenty-two
percent have no formal qualifications. The Town Clerk has a law
degree, awarded three years ago after eight years paft-tin@ study, as
well as secretarial and'accoﬁntancy qualifications. On the other hand,
the aidermen are sémewhat more represéntative of the community in the
diversity of their backgrounds and occupations. The Mayor is a soli-
citor and é member of the Legislative Council. He 1s the only alder-
man with a universit& degree [only 0.6% of the popﬁlation has univer—
sity degrees]. Ten percent of the aldermen have technical qualifi-
cations, 33%.trade qualifications, 447 no formal qualificatidns and

107% are still studying

'In the municipality itself, 7.67 of the population has trade
~dualifications, 1.7% technical, 53.9% no formal qualificatﬂons,'and
1.4% non—degrée tertiary qualifications.3 Although the aldermen
repfesent thé'educational diversity of Glenorchy they are on the whole

better educated and better trained.

Most of the aldermen are employers (337) or self-employed
(40%). One-third are employees. This compares with 2,97, 3.07,

and 93.8% of the city's populatibn in the same census categories.

Most of the aldermen and staff (637) are Tasmanian born and
267 were born in the municipality. . Fifteen percent are ﬁngiish-born
. migrants and thé remainder are from other Australian states.

' Glenorcﬁy's small (1.7%) non-British ﬁigrant population is not

3. Calculations were made from figures in'éommom)ealth Bureau
of Census and Statistics, Local Government Areas, Census
30 June, 1971, pp. 8-9. y
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represented among either the senior staff or the aldermen.

In general terms the aldermen and senior staff seem to come /v
from the higher educated, higher qualified, native-born ahdehite—

collar sections of the community.

The aldermen could therefore be expected to be articulate and
well-informed, to have time to serve, and to have established a network
of contacts in many levels in the community. These would seem to be

valuahle acquisitions for community service.

b) Structure and Procedures.

In what one alderman célls "the bad old days" there was little
committee work and most deciéions were taken by the council, meeting
vas_a committee of the whole. The warden and the council clerk sat
high on a dais, no reports were presented in wriften form to the
councillors ‘below and any reports or correspondehce'wete read aloud
by the clerk.4 Decisions were taken after discussién. Nine councill-
ors presided over a:vefy short hierarchy in which there were few spec-
jalists and in which one officer ﬁsually performed a multitude of
tasks., For example, the present Assistant Accountant joined the staff
in 1955 and carried out the tasks now executed b& the Accountant, the
Payﬁaster, the Rates Clerk andvthe-Expenditnre Clerk. ,Of'course the
’bgroﬁtﬁ of the city‘andﬁthe council has meant that:eaéh ofvthésé tasks
.Bécame latge.enough to bccupy’the time of one man; In 1955,V1ess'was

demanded of each task.

The short hierarchy and small amount of committee work began to

4, The titles were changed from Warden to Mayor and Counéil to
Town Clerk when Glenorchy was proclaimed a city.
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change after about 1960, In 1959 there were about three or four levels
-in the hierarchy in the _Towﬁ Clerk's Department from Deputy Town Clerk
to the é,eneral clerks. Now there aré seven or eight levels, exéludingv
Atyrva'ists and machinists; I_n‘1959 there were two committees (vorks and

v finénce, and town plénning), and now there are four (finance, works,

building and town planning, and health and recreation).

The health and recr(aation committee was formed in 1960—61, and
works and finance separated in 1963-64. The finance committee has
always consisted of'the Mayorva'nd the Treasurer; two other members
were elected. In 1971, it was decided that the financg committee should
be made up of the chairman of each committee, plus thell*fayor. The

present organisation structure is shown as the chart in Figure 3.2.

Before discussing in more detail the present structure and ‘
procedures which have developed for decision making invdlving the alder-
men and officers, it is important to examine the basis for the council's

authority and the authority of its officers,

The council draws authority for its operations from the Local
Govermﬁent Act 1962 and its City Charter granted by Royal assenf in
1964, The Act specifies funct:ion 3, grants revenue-raising powers, powers
' to make by-laws, and provides for regular e],ectibns and for State govern-—
ﬁent intér‘venﬂtion if nece.'asau?y.S The Charter speqifies the number of
alldermen‘ and the length of their terms aﬁd defines th'e.c‘ity's boundaries
and those Of its three wards.6< The structure of the o'rgahisation is

not Specified in the Act, beyond making the Town Clerk directly respons-

‘5. Tasmanian Statutes, Vol. 9, Local Goverrment Act, 1062/ Glenorchy
was ruled by a 9overnment—appointed commission between 1936 and
1942, Sec R.L. Wettenhall, A Guide to Tasmanian Government Admini-
stration, Wobart: Platypus, 1968, p. 317.

6. Tasmanla, Statutory Rules, 1964, Nos. 165 and 166.
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ible to the elected council. The Act secures power for the people
over the institution by‘havihg one of their elected representatives

(the Mayor) nominally in charge of the organisation.

Rxecﬁtive authority is vested in the Mayor under section 109 of
the Act; . howvever sﬁanding order number 44 savys: "Thé fown Clerk shall
be the Chief Administrative Officér of the Corporation'". Here, as in
other matters esneciaily in committees, conventions have developed to
facilitate the workings of the council strgcture and overcome éituations

not adequatelv covered by law, or situations not previously envisaged.

Conventions in local government are those practices which, though
‘not legal in a formal sense, have the force of custom. They derive
from the positions 6f those using them and assist in the running of the
organisation. Henry Maddick and F.P. Pritchard take conventions to be
"practicés 3dopted by elected representatives and officers in the running

of the authority."”

Conventions in Glenorchy have been developed within the structure
and by the officers deéignated in the organisation chart in Figure 3.2,
Thé chart is limiﬁed and shows ‘only the formal authority positidné of
senior staff and some selected officers, as well‘as the council and itsl

committees and the ofganisation's 1ink to the electorate and the law.

.There is no. formal link hetween the four committees and the
council-staff. The Town Clerk is formally responsible to thevcouncil
not its committees. He is the superior of all other members of the staff

and they'likewise are not formally responsible to the committees. How

7. Henry Maddick and F.P. Pritchard, "Conventions of Local Authorities
in the West Midlands, Part I - Country Borough Councils', Public
Administration (London), 36, Surmer 1958, p.145; see also their
"Conventions of Local Authorities in the West Midlands, Part II -
District Councils", I1hid., 37, Summer 1959, pp. 135-143; and
J.K.Friend and W. N Jessop, Local Government and strategic Chotce,
London: Tavistock, 1969, p. 47.
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then is the business of the council executed? How is the work of
the three departments (Town Clerk's, City Fngineer's, Mealth Inspector's)

and the four committees' co-ordinated?

Standing orders made by‘council itself prescribe the order of
préceedings at meetings, forms of address, voting, motions and othef
usual facets of meeting procedﬁre. They also delegate power to committees
to appoint staff at certain levels; No other behaviour is prescribed;
.mucﬁ must be worked out by the groups involved. Thaf is, muchvis left
to convention and the Town Clerk's role is central to the operation of

council conventions.

The Town Clerk attends all committee meetings and decides what
will be on the agenda of each. _Other officers submit reports to him
first. He usually make§ no changes but might send the reports back for
revision. If no changes are made tﬁe reports go straight on the agenda.
However, if the Town Clerk disagrees with‘a report, it will not be sub-—
mitted to the appropriate éommittee until he approves it. The Town
Clerk aisovdecides which committee reports should go to firsg. His
function here is to co-ordinate work in different departments. For
example a report on the operation of a garbage tip could fall,uﬁder the
responsibility of each committee. The finance committee might be
interested in running costs, the works committee in the problem of win-
ning:fill, the health and recreation-committee in its'suitahility fér a
reéet?e 1éter;wénd'the huilding and town planning committee in the

creation of an eyesore and nuisance to residents.

It is the Town Clerk who decides which committee will receive
reporté,.pnlesé of course a particular committee has ordered a report

itself. 'The procedure of ﬁutting committee material through the Town
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.Clerk assures him of a central position in the coum::ll.8 It is a
.position' in which he uspal]y knows as much as ﬁis senior officers and
mére than the aldermen. He is'often the man who determines what the
ﬁrocedures shall Be for matters such as consultation over liand deals,
negotiations with pther government departments, and the deiegation of

work within the organisation.

Figure 3.3 shows the most usual sequence of events from the

submission of a report to the execution of a decision in the organisation.

FIGURE 3.3
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8. The important position of the Town Clerk has been noted in several
Fnglish studies. Seeforexample K.C. Wheare, Government by Committee,
London: Oxford University Press, 1955, p.185. Wheare says: ''The great
influence of town ... clerks in local government and their pre-eminence
in the official hierarchy arise in large measure from the fact that
they exercise a controlling function over the conduct of business."
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The usual sequence can bhe change& by (a) the Town Clerk sending
the report back, (b) the committee deferring considerafion or with-hold-
ing a recommendation to council until, for example, (c) more information
is available, or (d) the council sending a recommendation back to one
of its committees for fufther study. The'usual.decision making procedure
and the variations are unwritten rﬁleé essential to the complétion of
council business. They must he learned. by new aldermenAand staff; they

cannot he read anywhere.

The procedurcévfor making decisions in thg council is well-
established. The procedures show the important pbsition of the Town
Clerk and some of the situations in which aldermen and officer iﬁteract.
They also show.how the formal positions of the Town Clerk apd senior
of ficers are extended to relationships_with committees not allowed for

in the formal structure.

¢) Decision making and committees.

The committees are created by the council and have restricted
_powers delegated to them.9 At thelr three-weekly meetings the comm-
ittees consider reports requested from or submitted by officers and
make recommendations which are submitted to the next full council meet-
ing. The committees do not have the power to order the execution of
their reéommendations;: Approval comes only after the council accepts
the'commit:t:ees'i reports. The committees are a filtefing and intefpret-

ing link in the chain of council business.

Though the cormittees have no formaliy delegated power to make

decisions there is a convention for most of their recommendations to be

9. Section 133 of the Local Government Act permits the council to
" delegate authority to its committees, except the power ''to borrow
money, to make a rate, to make aby-law, to execute a deed, to
sign a contract or to institute a legal proceeding."
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accepted by the council. During the six month period of observation;
'only six items out of hundreds were sent hack by council to committees
for further consideration. There is . another conventionn here: the
council usually does not reject committee recommendations. Amendment
or refefral are the common practices. Committée recomendations rest
in anotf\er» world between meetings. They are quasi-decisions not yet

formalised.

Ohservation of committee and council meeﬁings during the study
suggested that there was general acceptance of the comit tee system as
a ﬁmethod for ‘dealing with business. Most decisions were made on the-
basis of staff reports and most decisions seemed to be to accepﬁ gtaff
recommendations, These observations were checked with participants

during the questionnaire interview.:

An .ovverwhelming majority of respondents thought the committees
should ‘not have more power and that they were not r_estr:{.cted by having
to report back to the council before their recommendatiéns could be
acted upon. Only two out of 19 resnondents wanted to see some change
in the status 'quo. One alderman suggesﬁed that a comxinittee's c¢hairman
should be ahble to release a statement ahout committea r ecommendations
‘to the press hefore or after council meetings. Most respondents thought
the system v}orked well and that reporting hack prevented a vital
Adecision‘ from beiﬁg taken by only two or three aldermeh.l_o Oné_alderman
said the committees did a lot of routinework and s;‘impllified council

operations.

10. This danger has heen seen by fGeoffrev Drain, [Organisation and
Practice of Local Government, London: Heinemann, 1266],who says:
"Delegation to committees could lead to remoteness of control by
the council, and possibly an unwarranted degree of secrecy ced
(p.50). - o :
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There was some disagreement about the tvpe of the decisions
vhich committees are asked to make. Table 3.7 shows most respondents
. thought committees were presented with material on which to make policy

deéisions.

TABLF. 3.3.

Types of decisions mostly made by
committees: respondents' classification.

Adminis- | Policy/

trative Admini-
Do you think committees strative

are mostly presented with
material on which to make
policy decisions, admini-
strative decision, or
decisions which cannot ()

be divided between policy Staff 5 3 0
and administration and
needs to be made jointly
by aldermen and officers? Total

Type |Policy

Alder-
men (2) 4 | 2 3

2
9, |
w

(2a) One alderman and one staff member did not
answer this question.

However, almost as many respondents (8) thought committees mostly
made decisions on matters other‘than poliéy, The responses seem to
suggest that committees deal with a range of work and are not purely
policy making bodies. Some respondents prescribéd thg sort of work
lcommitfees should do. One gaid, "No committee sﬁould makeiadm{nistrative
: decisibns...". This ié prescripﬁion hy exclusién and.probahly an inad-
equéte guide to anyone ﬁanting to determine whether material should be
preéented to-a committee for a decision §r decided on by staff.v One

of the aldérmenlwho regarded committee decisions as joint decisions
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said: , _
- - "Tn practical effect, while policy decisions
are the province of the council, a committee
decision is fundamentally one arrived at on a
joint basis. That's why the advisers are there."
The lack of agreement about the types of decisions that committees
are generally asked to make extends to specific decisions. When

respondents were asked to sort 16 decisions into three types (policy,
administrative or policy/administrati've), there were differences over

11 of the decisions. Most of the decisions were taken by committees
from r.eport.s prepared by fhe staff duriﬁg the period of the study. V'I‘he
responses faiJ. into three categories. The first is that of substantial
-agreement aﬁong a majority of aldermen and a majority of offipers that
the decision is of one type; the second is that of scatter where
opinions about the type of décision range over the three types so that
no one type 1is selected by a majority of.either aldermen and officers;
and the third is .polar where opinions about the type of decision cluster
around two of the types. Table 3.4 shows which of the three categories
each of the 16 decisions 'ﬁas been placed in. .The types are in brackets

after the decisions in. categories one and three.

TABLE 3.4. .
Three-fold categorisation of 16 decisions
cl assified by respondents as policy, administrative,
or policy/administrative.

Subot SATEER 2N Emene |  CATEEZRETO CATRRQPY  THREE
Purchase of c;apital " Setting olympic Stickers on.council cars
equipment (Policy), pool charges. (Policy and Administrative)
. IEnforcement of town Construction of Parking in front of council
planning regulations unmade streets. (Policy and Administrative).
(AMdministrative). Annual tenders. , Striking the rate (Tolicy ¥
Approval of building Grazing stock. /Administrative) ‘
applications. (Admin- Avarding con- Reserve development (Policy
istrative). tracts. and policy/Administrative).
Garbage diSposal-site Employment of additional
workings (Administra- staff (Policy and Admini-
ive). ’ strative).
Road construction Approval of sub-divisional
(Policy). : plans (Policy and Admini-
' strative).
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Some of the decisions in category two are required by law to
be made by the council. The setting of olympic pool charges, annual -
tenders, and the awarding of contracts involve financiai expenditure
and must bhe appfoved by the council. The construction of unmade streets
alsovmust be approved by the council. Tt is not legally poséible for
administrators to take these decisions, though they are not prevented

from making recommendations to the aldermen.

The polar decisions include two incidental issues (stickers on
‘council cars and parking in front of the council chambers) and four
recurrent issues some of which arise at least once a year (striking the
rate and the employment df.additional staff) and some of which (reserve
development and the approval of sub-divisional plans) are on going. The
polarity on reserve development and the striking of the rate bear

closer examination.

A majority of aldermen and four staff see the issue of reserve
development as pOIicy'while four staff see it as policy/administrative.
The striking of the rate is seen as policy by four aldermen and. five
staff and aé policy/administrativé byvfour aldermen and three staff.
Why were these decisions classified differently by memhers of the same
organisation? WNo guidance for classification was‘given to respondents
in adv#ncc and fivé who asked for some were not given any. They made
classifications of their own such as equating the council (aldermen)
with ﬁolicy makiﬁg, or saying "it is pnlicvy if the committee says it;
administrative if the staff carry itvout, and policy/admiﬁi#trative if

the staff ask for a policy to he determined."

Tt would seem then that there is confusion over wvho should be

involved in these polar-issues and what roles should be plaved. MNeither
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1ssue_f1ts eagily into the dichotomy bhetween policy and administratibn
discussed in Chapter oné. Now are the decisions made? The organi-—
sation's procedufes, especially the cpmmittee system, ensure that there
is interaction hefween its members. Committee meetings ensure the pro-
vision»of and discussion of information and council meetiﬁgs guann1teé
a decision. There are opportunities for the roles of aldermen and
officers to be mixed or broken down in the informal committee meetings

and for aldermen'to adopt decision making roles in the council meeting.

The committee meetings are arranged to produce interaction
betwéen aldermen and staff (the "advisers'). Figure 3.4 shows the
usual committee membership in which the inter-locking role played by
the Town Clerk is évident_again. Only two other officers attend all
committee megtings. One, the Cormittee Clerk, took almost no part in
discﬁssions over the period of the study. His major duty 1is to take
minutes and to distribute-them. e also acts as one section'of the
organisation's memory and sqpplies previous notes when necessary. The
other, the Debuty Town Clerk, also takes minutes. Ve joins in debates
only rarely but does take the Town Clerl's position in committees when

the latter is away.

The Town Clerk's role and influence hecome clearer if the pro-
cedure of a typiqal cdmmittee meeting is examined. - All committees worl
"in an inférmél étmoSphere marked by the frequent use of first names
and sometimes nick—naﬁes. . The chairman, who is elected for a tw&—yeér
term by the aldermen on fhé committee, is flanked on his rightlby ﬁhe
Town Clérk and on his left hy the head of the department or seﬁior
. foiccr.whose area of reépqnsibility is shared by the committee. The

other aldermen sit alongside the Town Clerk and opposite any other
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officérs present. The two most senior officers are able to present
reports to the chairman, to answer his questions, or to give sotto voce
advice if necessary. It is the Town Clerl who usually keeps records,
plans, and correspondence which other members might want to refer to.

He chooses.vhether and when to release it.

As the meeting proceeds through its agenda, the senior officer
.comments verbally on a report written on the agenda but it is almoét
always the Town Clerk who extracts further details from the records if
he judges it necess#ry, The Town Clerk would very frequently comment

on a report before the senior officer concerned did.

Chairmen are not as impértant in GClenorchy as they have been
reported to be in sevéral English studies.11 There is no party systen
in Glenorchy andlthe city's size and functions cannot be compared easily
with those of Fnglish municipalities. The absence of a partyusystem
means that there is no organised attempt to define or dominate policy
decisions, and that chairmen are normally not defenders or dispensers
of‘positioné, knowledge and power. The city's size is such that full-
time contributions are not needed from any of the aldermen. The chair-
man of each committee has served on the council from a minimum of seven
to a maximum of twentv years -~ though not all as committee chairmen.

A considerable knowledge of the council's work and procedures resides

in the long-serving chairmen, and indeed other aldermen.

The chairmen are far from dominant in their rélatioﬁship with

officers, deépite their length of service and knowledge. Thev need

11. See for example: Drain, Op.cit., pp. 49-50; Friend and Jessop,
' Op.cit., pp. 55-56; WN.V, 'iseman, Local Govermment at Work,
. London: Routledge and Fegan Paul, 1967, p.53; ant A.N. Marshall,
Finanetal Administration in Local Government, London: George
Allen and Unwin, 19€0, pp. 282-284.
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advice and regularly seek opinions on the business'befofe their
committee. The officers sometimes disagree with committee proposals

or proposals from the chair. | The ahilities of aldermen and their
degrees of interest in committee.business.differ; in one cormittee an
. alderman who is not the chéirman frequently formulateé-the recommend-—
atioﬁs to-be written Into the record. In other meetings, the Town
Clerk sometimes does tﬁis.. Occasionally other aldermen in each committee
do.it. The formulation of recommendations 1s usually said to be a job
for the chairman. Tlowever, other committee members do the formulation
in Glenorchy. The value in this widely p;actised convention is the
attitude of co-operation and trust built between aldermen-themselves and
between aldermen and officers. Men from both groups use the term "we"

wvhen describing proposals or ideas in committee.

The informality of committees stretches from the use of first
names and the_direct contribﬁtions of the mdst senior staff to voting.
No formal votes are taken; the chairmen pfefer to feel that there is
consensus or substantial agreement among tﬂe aldermen present. Since the
committees ére very small groups with the maximum number of voting alder-
men being four, it is not difficult for the chairman to know when he

can declare the committee's intention and move on to the next item.

Though committee discussion is usually based on written reports
cirqulated to aldermen in advance of the meeting, most.aldérmén felt
' .thaﬁ,more information waé necessary at meetings. On the other hand,
officers felt that appreciation of the problem was lacking. Table 3.5
.shoﬁs what respondents WOqld most like to see more of when decisions

are made in committees.
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(a)v One officer who did not sit on any committees

did not answer this question.

One alderman said of the lack of information:

"We get very little information. ¥e never see a
site, never see a letter of complaint. It is

"~ like being in a dark room and trying to pick
the two best pictures. e are asked to approve
things we don't know much about." '

This alderman clearly wanted more detail and felt the staff

kept things from the aldermen.

Another indicated a similar view by

saying, "FEverything about a job ... anything that may he of information

to aldermen should be supplied with the recommendation.

ask for it."

Ve have to

officers and aldermen, and show that there is some interdemendence

between them,

One staff man observed:

"We recommend something.
or reject 1t,

ations.

_ They accept, modifv,
They do not make decisions of .
their own verv often,

They prefer recommend-

~ they go round in circles.
read reports.'

You have to recommend something or
Aldermen do not

These two remarks underline the need for trust between
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Tnterdependence in committee decision making exists bhecause
the staff have access to information and time tp distil it, and
aldermen have the major responsibility for saying what should he done.
There must be some interaction involving the e#change of information
and assessment of a situation befpre a decision is made. Aldermen
need staff for the provision of information and the suggestion of a
direction: staff need aldermen for the éuthority to carry out tasks

they recommend to be done.

"Providing information is only'one aspect of the interdependent
activity. The staff feel that the problems presented have to be
anpreciated. One senior officer said, “In lots of cases there is no
appreciation of the problem." Another said, "The aldermen dO‘appreciéte
the problem if it is explained fully. Tt depends on how close they

are to the problem."

The success of interactions and interdependent activity in the
Glenorchy council is indicated by the high rate of acceptance by alder-
men of staff recommendations on policy aecisions. ibble 3.6 shows
that the aldermen almost always,gfzﬁéifI?fa1w5?§ accept staff recommend-

ations. There seems to be an understanding by both aldermen and

TABLE 3.6

Frequency of aldermen's acceptance of staff
recommendations,

No you think you/ vol no | ol =1 .
aldermen would g g =B E| 9 9
almost always, Tal2al 8¢l K
nearly always,

sometimes, rarely,

never accept the Aldermen 3 7 0 0 0
recommendations

of the staff on '

policy decisions? Staff 4 4 1 010




68. .

officers such that recommendations made are very likely to be acéeptablg.
~ One aldermen said, "Staff nearly always react to council's thoughts.
‘They know them.'"  One senior member of staff said, 'Most of mine are
accepted. T usually check them ouﬁ with the Town Clerk first ... The
repofts are tailofed to what I think will get}through." Aldermen trust
the staff enough to accept recommendations even though they feel they

have not been given enough information.

There 1s a high level of satisfaction with the amount of power
the staff has, and this probably contributes to the effectiveness of
the working relationship between aldermen and staff. Fifteen of the
19 respondents said that the power sifuation was ''about right", two
aldermen said the staff had too much, and two offiéers said the staff
did not have enough. If there was dissatisfaction with the use of power
by either aldermen or staff, tension and conflict might he evident in

their relationships. This is not the case.

There is harmony as well as trust in the interdependent relation-
ship. Table 3.7 shows that the incidence of conflict in committees
is low. Most respondents perceive conflict either occasionally or

rarely. There is no pattern about the conflict which 1is observed.

TAPLE 3.7

Frequency of conflict in committee meetings. -

! KT >

On the committee | Selet L4
on which you sit, I i L
80 you see con- Qo l| 3w @ o
flict almost all 25 5—5 9 =3
the time, about < C
half thestime, Aldermen|{ O 0 5 5
occasionally,
rarely?

Staff 0 0 4 3

a _ (a) 'Two officers did not answer the question because they

‘felt they did not attend énoqgh committee meetings to judge.
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Sometimes 1t 18 between of flcers, sometimes between aldermen, sometimes
hetween both groups, and sometimes it depends on the issue. This
suggests that working relationships hetween aldermen and senior staff

are harmonious and stable as well as trusting..

d). General influence. .

On the assumption that some of the members of the organisation
were more influential ‘than others in decision making, respondents were
asked to name the three most influential men in the council in general

terms.  Staff were to be included.

Table 3.8 shows the three attributed most influential men in
the council in general terms.I? Most fespondents 1dentified the
1nfiuential person by his position, not by his surname. Alderman
Jacques, However, was frequently identified by name. ;The first and
second choices of most respondents were made rapidly; most reSpéndents

hesitated over the third. The City Fngineer, the Deputy Town Clerk,

TABLE 3.8
Attributed influence: Slenorchy City Council's
three most influential men. 7
Tho would you Town . | Mayor Alderman
say, in general Clerk . Jacques
terms, are the Aldermen 27 18 7
three most
influential men Staff 2% 14 9
on the council?
TOTALS 53 32 14

12. Respondents ranked the men in order. The figures in Table 3.9
were reached by awarding three points, two points and one point
cach .time a name was mentioned as most influential, second most
influential or third most influential respectively. The table
is a composite of the three rankings for each influential.
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the Deputy Mavor, the Town Planner, and a clerk in the engineéring
of fice were mentioned with Alderman Jacques while the choice was

being made.

Tﬁe Town Clerk iS-reputed to be, clearly, the most influential
person on the council. bRespondents felt he has a "phenomenal memqry",
and "unlimited power™, is able "to influence everyﬁody". One respond-
ent said jovially he is "a shrewd bastard who makes me mad at times'.

One alderman said:

"Tt 1s a matter of working together and getting
the harmony. Ve get assistance to arrive at the
best decision ... Tt is not a matter of incorrect
-influence."” :

The Town Clerk's influence is felt to be active, based partly
on personal qualities and partly on his position and experience in the
_cpuncil. The Mayor's influence is regarded as more potential than
operative. He was described as "heing behind the scenes' and as having
a "good image with the public'. The third influential, Alderman |
Jacques, 1s the second longest-serving alderman on the council and his
influence probébly derives from this and his position as City Treasurer.
He is seen as a man who wants to help the coﬁmunity progress and as a
‘man who has been working hard for the community since he was first

elected in the early 1950s.

3. SIPPIARY

Glenorchy is an Australian city close to a capital city. The
rapid rate of postwar population growth has nowvslowed and other areas
close to the capital city are attracting people. = Glenorchy is served

by aldermen and staff who are generally more highly educated and
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qualified than the community itself.

The council has a well-established system of committees and
decision making procedures in which aldermen and senior staff interact.
It is clear that there are some influential men in the operation of
theée prOCedufés and the outcome of decisibns. These ' key participants
enjoy a settled and low conflict relationship in which there is some
slight confusion about '"proper' roles in terms of the policy-administra-
tion dichotomy, ahd in which decision making seems largely shared.

The three most influential men are the Town Clerk, the Mayor and Alder-

man Jacques (the City Treasurer).

The description and determination of general influence, however,
does not result in a comprehensive understanding of the process through
which decisions are made or who {is influential on speéific issues.

The e#amination of the progress and resolution of a specific decision
and the attendant interactions énd influences, begins in the next

chapter with the intelligence phése of striking the rate.
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CHAPTER FOUR -

THE INTELLIGENCE PHASE

This chapter describes the constraints put on the sgriking |

of the rate by the State govérnment, the levels of rate in the past

and the uges to which rate revenue is put. Having established some

of the historical background to a decision made.annuﬁlly, the activities
of participants i1s examined as they gather and give information about
the council's and the cbmmunity's needs for 1973-74, Thisg is the

intelligence phase of the decision making process.

1. THE CONSTRAINTS OF THE LAW OF THE STATE

The Glenorchy City Council is compelled to strike the rate by
sections 44 and 176 of the Local Government Aét 1962. it cannot be
done by staff, The Act also permits the council to receive monies
via business undertakings or the levying of taxation. Part XIT of the
Act specifies rate41evy1ng powers: it offers four alternative bases
for rating, indicates how the rate should be published, amended and
paid; ‘and gives a discrétionary power permittiné the council to exempt
peoﬁle from rates. Revenue raising from business activities or other
undertakings, for example, dog licenées, is permitted in several

sections of the Act, most especially in.Parts X, XI, and XIV.

~ As the legislétion enables, so does it control. Several parts
of the Act regulate'behaviour in matters of recording receipts, expend-

iture; inspection of sections of the accounts by electors, and opening '
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books for annual examination by the Auditor—General.1 Answerability
vof the organisation to the community is intended by these provisions

and 1t is very likely that the aldermen and staff are conscious of these
requirements of the law. They are designed to regulate the behaviour

of members of the organisation and maintain the support and confidence
of the community, but were not observed as being to the forefront of the

participants' appreciative systems in the striking of the rate.

2. REVENUE FROM THE COMMUNITY

The council raises most of its revenue from the community by
levying a rate expressed as a propoftion of the dollar of the assessed

annual value of property in the municipality.

Table 4.1 typifies the reliance of the Glenorchy City Council
on rates for most of its revenue. It shows the major sources of

revenue in 1971-72.

TABLE 4.1

.Glenorchy City Council: Sources of revenue by
value and per cent 1971-72.

Source Value $ Percent
Fees and licences 36,010 1.3
Contributions 428,778 15.5
Rentals ' 24,846 0.9
‘Recoveries : 34;685 1.3
Recharge works 29,090 1.1
Sundry © 37,092 1.3
Swimming Pool 27,078 1.0
Excess water 14,959 0.5
City rates 2,128,281 77.1

TOTAL 2,760,819 100.

' Source: Glenorchy City Council, Statement of Income and
Expenditure, 1971-72.

1. Tasmanian Statutes, Vol. 9, Local Goverwment Act, 1962. See espec-
ially Parts VI, XI, XITI, XIV and XXII. The Act is 416 pages long
and has 905 sections.
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The city rate, 77.17 of revenue in 1971-72, is a consolidated
rate made up of a health, road, water, sewerage and fire brigade rate.
Ratepayers who receive only some of these services are given remissﬁ3ns
for the value of those they do not;  The Act provides for these
remissipns. Contributions, the othér major item, come frdm statutor?
bodies such as the Metropelitan Water Board (M.W.B.) which makes payments
to the council for the councii's administra;ion'and operation of its
own watefl schames.2 The contributions are largely book entries because
the council is required to pay other units in the government systen
such as the M,W.B. from its resources. The contributors in effect return
all, more or less of the council's payment after attending to the needs

of other municipalities under their jurisdiction.

Services demanded by the community haQe increased with its
population growth in the post-war years. However, the council's financial
base has increased too as more home, industrial and other properties
have developed. Rate receipts in 1972 were $2,128,280 compared with
$415,124 in 1947. Changes in the real money values over the period
do not permit a ready comparison to be made between what the council
effectively did with its rates in 1947 and 1972. However, it is
certaiﬁly substantially more. Rate receipts are governed by the size
of the rate, the assgssed annual value and the community's willingness
to pay. . Figure 4.1 compares the rate of growth of assessed annual
value and rate receipts since 1946-47. The semi-logarithmic gfaph shows

fluctuations between which item grew faster, but in general terms rate

2. R.L. Wettenhall, A Guide to Tasmanian Government Administration,
Hobart: Platypus, 1968, p.151. Wettenhall has abrief account of
the establishment of the board in 1961 and praises its quick and
efficient operation. Some tension between the board and the council
was obgserved during this study. Several aldermen felt that an area
of local government autonomy was being eroded because the board was
slow in approving extensions of water supply schemes proposed by
the council.
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receipts grew more rapidly than the assessed annual vaiﬁe betweenv
'_1946-47 and 1960-61. From 1965-66 to 1971-72, aséessed annual'value'

grew slightly faster than rate feceipts. There seems to be no direct

connection between the rate of growth of assessed annual value and

rate feceipts; there 18 no COnétantvincrease_of the latter &hen the

former has risen; great increases in 5ssessed annual value about every

five years have not broupght forth consequently large increases in rate

receipts. The explanation lies in the size of the rate struck annually

by the council.

FIGURE 4.1
B $
) Compartison of rate of growth in assessed annual
000 value and rate recelpts, Glenorchy City Council, *000
1946-47 to 1971-72. (semi-lop. scale).
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SOURCE. : COMMONWEALTI! RURFAL OF CFNSUS AND STATISTICS. STATISTICS OF THE
STATE OF TASMANIA, 1946-47, 1954-55, 1960-61, 1966,
GLFNORCHY CITY COUNCIL, Seatement of Lncome and Expenditure, 1071-72,

Table 4.2 shows the size of the rate, rate receipts, assessed
annual value (A.A.V.) and percentage increase in receipts and A.A.V,

for each year from 1946-47 to 1972-73.



Glenorchy City Council:

TABLE

4.2,

size of rate, rate
receipts, assesgsed annual value, and increase
in rate receipts by per cent, selected years
1946-47 to 1972-73

76,

Year Rate in AAV. % incr. Rate % incr.
$ () $'000 in A.A.V Receipts Rate Rec.
$'000
1946-47. | 17.5 415.3 - 66.8 -
1947-48 | 19.0 449.8 8.2 83.4 24,9
1948-49 | 20.5 516.1 14.7 123.9 48.6
1949-50 | 20.4. 563.6 9.2 129.9 4,8
1950-51 | 10.1 933.1 65.6 158.4 21,9
1951-52 19.0 1,019.9 9.3 217.6 3.4
1952-53 | 21.0 1,207.6 1.8 251.3 15.5
1953-54 | 22.0 1,278.6 5.9 283.9 13.0
1954-55 | 21.5 1,327.6 3.8 300.0 5.7
1955-56 | 14.0 2,133.2 60.7 396.7 32,2
1956-57 | 24.5 2,290.9 7.4 533.5 34.5
1957258 | 22.0 2,499.1 9.1 537.9 0.8
1958359 | 23.5 2,686.8 7.5 606.8 12.8
1959-60 | 23.5 2,872.0 6.9 647.5 6.7
1960-61 | 24.0 2,968.3 3.0 684.3 5.7
1961-62 | 26.0 3,067.9 3.4 762.8 1.5
1962-63 | 15.5 '5,819.1 89.7 869.5 14.0
1963-64 | 16.5 6,057.7 4.1 947.5 9.0
1964-65 | 19.0 6,300.3 4.0 1,137.7 20,1
1965-66 18.0 6,690.7 6.2 1,173.8 .2
1966-67 | 19.0 6.835.0 2.2 1,282.7 9.3
1967-68 | 20.7 6,835.0 0.0 1,374.0 7.1
1968-69 | 17.9 9,516.0 39.2 1,652.7 7.9
1 1969-70 | 20.3 9,833.0 3.3 1,796.3 8.7
1970-71 | 19.0 10,322.0 5.0 1,919.7 6.9
{ 19711-72 | 22.0 10,643.4 3.1 2,091.5 3.7
11972-73 | 23.5 9,912.4 6.9 2,363.2 13.0
(1973-74 | 18.0 14,676.9 40.7 2,617.4 9.7 )
' " (est.) (est.)
' Source: Commonwealth Bureau of Census .and Statistics, Statistics of

‘the State of Tasmania, 1946-47 to 1971-72; Glenorchy City
‘Council, Reviged Fstimates (5 April 1973) 1972-73;
‘Glenorchy City Council, Estimates, 1973-74.
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The figures indicate the existence of two phases in the gather-
ing of resources from the community. _.The first phase lasted until
1964-65 and is characterised by greﬁt fluctuations in the size of the'
rate and rate receipts. The greatest fluctuations occur when the value
of property has been re-assessed independently of the council by the
state government valuer.3 For example, a revaluation of 60,77 in 1955
resulted in a lowering of the rate and an increase of 32.2% in receipts.
A hefty increase in the rate in 1956-57 also brought in a high incréase
in receipts (34.5%) though the rise in A.AV. was 6nly 7.47. A similar
situation existed in 1951-52 and 1962-63. Official revaluations result-
ed in a high increase in A.A.V., a reduction in the rate, and a moderate
to high increase in rate receipts. Increases in A.A.V. in the years
Betwéen official revaluations are estimated by council officers, and as

the figures indicate, are usually only marginal increases.

The second phase begins in 1965-66 and is characterised by smaller
fluctuations in the rate, a steadier growth in the A,A.V. estimated by
council officers (apart from 1972-73), and a steadier increase in rate
receipts. The years of official revaluation, 1968 and 1973, still result-
ed in high increases in A.A.V. and permitted the council to reduce the
size of the rate in the dollar. Thé year afﬁer the 1968 revaluation resulted
in only a 2.6¢ incfease in the rate. In 1956-57, the year following
the 1955 revaluation; there was an increase of 10.0¢ in the'rate. There

.was a similar péttern in 1951-52 after fhe 1950 revaluation. The sec0ndb
phase haé evoked fewer complaints from the community largely because of.
more even demands by the organisation for a share in its financial
Iresources. One alderman who served in thé 1950's recalled several rowdy

public meetings at which councillors and some officers were trenchantly.

3. leuations are made of all the property in the municipality
every five years. There is no official change in value in the
. years between valuations other than for the addition of new property.
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criticised by irate ratepayers for levying burdensome rates.

Reduca;ions in rates in the 1960's were not as great as 1in the
1950's and the community has had to contribute proportionateiy more
money after each revaluation. If is calculated by staff that many rate-~
payefs‘will»pay 50 per cent more in 1973-74 than they did in 1972-73,
The increase 1s due to a higher valuation on their properties and the

level at which the rate was finally set.

3. THE ORGANISATION'S USE OF REVENUE

A large proportion of revenue is committed in order to keep the
council work-force employed, to carry out the necessary maintenance
programme, and to service existing loans. Though this study is mainly
concerned with the'striking of the fate, avbrief examination of expendi~
ture will help in determining which areas of the council use most funds.

Table 4.3 shows expenditure for 1971-72 grouped in five areas.

TABLE 4.3

Glenorchy City Council: annual expenditure by
major areas, 1971-72, value and per cent.

Area Fxpenditure
Value $ Per cent

Administration 398,893 14.6
Operations and

maintenance 1,400,790 51.4
Scheduled works 57,380 - |. 2.1
Loan repay and :

interest A 827,363 30.3
Remissions 43,566 1.6

2,727,992 100.

Source: Glenorchy City Council, Statement of Income and
Fxpenditure, 1971-72.
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About 87.57 of expenditure from total revenue (rates plus
other sources) is tied to previous activities which demand further
annual commitments. Operation and maintenance 1is the major item and
1ﬁc1udes contributions to the Metropolitan Water Board (22.97%) and maint;
enance on rdads, footpaths, buildings and equipment (18.97). Committéd
expenditure influences successive budgets - unless the council is pre-
pared to reduce its work-force, cut hack its maintenance programme, or
withdraw ffom a statutory authority.'bEach step is unlikely at a time

when the community is expanding and demanding more services.

Capital works constructed from revenue in 1971-72 were 2.17% of
total expenditure. The practice of doing some works from revenue hegan
in 1970-71 when there was an unexpected surplus in the estimates. The
Assistant Accountant recommended to the Town Clerk that savings could be
made by doing some works and thus not having to raise loans and meet
subsequent interest payments. The recommendation was adopted and many
small works such as'footpdth and road construction, recreation ground
preparation and the building of kerbs and channels have been completed
since. The advantage of doing capital works from revenue is that no
loans are necessary, and the council is able to operate under a lower
debt burden. 'The debt hurden is lérge (30.3% of revenue in 1971-72)
and while its payment is no problem for Glenorchj, other cotncils have
serious difficulties meeting their obligafions. The debts incurred by
;the council bind it to annual payments of the principal and interesf on
?1oans. In 1972—73, Glenorchy's estimated payments of $881,864 were
‘about the same as the total loan raised by the cquncil for 1its capitai'
works programme in the same year.(iThelegal debt burden deprives the.

council of the opportunity to allocate almost one third of its revenue



to capital works.

The council's policy of giving reduced rates to pensioners
depending on their iﬁcome took 1.67 of revenue in 1971-72. It is
claimed that the policy has encouraged pensioners from other parts of
the metropolitan area to retire to the municipality and is applied to

about 10% of the homes in the district.

The 1971 census fié,ures show that 6.2% of Glenorchy's population
was of pensioner age. This compares with 5.4% in 1961 and 5.8% in 19A66.
Though the figures have to be considered in the context of the population
in other agé groups, it seems that Glenorchy pensioner-age population
has grown faster than that in neighbquring Hobart and Clarence munici-

palities of comparable total population.

The pensioner-age population made Qp 11.47% and 12.0% of Hohart's
total in 1961 and- 1966, and 5.07% and 5..1‘7u of Clarence's at thé same
census. 'Hobart's rose to 12.1% in 1971 and Clarence's fell to 4.9%.4
The probable growth in the share of expenditure going to rate remissions

was but one item facing the Assistant Account himself and other staff

relevant to the decisions to be taken.

The sketch above conveys some slight :ln_lpression'of the background
within which the Assistant Accountant works as he begins his intelligence
phase. He knows what has happened before becausge he joined the organi-
sation in 1956 aﬁd has prepared material for the rate since 1,967—68 and
he knbws the @jor variables and functiohs inside and outside the organi-

sation which affect revenue and expenditure.

4, Commorwealth Bureau of Census and Statistics, Commonwealth Population
Census and Housing, Vol. VI, Tasmania, Detailed Tables 30 June 1961;
Commorweal th Bureau of Census and Statistics, Commonwealth Popu-
lation Census and Housing, 30 June 1966, Vol. IV, Population and
Dwellings in Local Government Areas; Commomwealth Bureau of Census
and Statistics, Commonwealth Population Census and Housing, 30 June
1971, Population in Local Government Areas.
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4, DATA COLLECTION

(a) The internal stage

(1) Reduction of uncertainty.

. The timetable for the preparation and submission of the esti-
mates is governed by the date at which the council decides the rate
should be struck and rate collection should commence. Since 1970, the
rate has been struck.in late June so collection can begin about mid-
July when ratepayers receive personal income tax refunds from the Austra-
lian government. Most locai authorities in Tasmania strike their rates
in August, as Glenorchy used to. The changed procedure has increased
the-p;oportion of rates received in the first month of cﬁllection, and
the council is able to begin small capital works or continue existing
projects without having to retrench staff or incur and pay interest on
a deficit on its current account.b_ The Assistant Accountant éaid of
the change:

"Ratepayers get their rate demands abéut the

same time as their tax refunds and so they've
got the cash to pay then. We save money."

Farly preparation of the estimates confronts the Assistant
Acc0untant_witb several uncertainties generated internally and externally.
Because Glenorchy does not wait until August to strike the rate, the
year's accounts of income and expenditure and consequently the annual
surplus or deficit is unknown. The size of the surplhs or deficit on
30 June could 1nf1ueﬁce the size of the rate: 1f the council had a
significant surplus several alternatiQes offer themsglves. The rate
. could be reduced'and the surplus used to supplement the lower revenue;
or the surplus could be used to relieve the council's debt burdenj or

the council could attempt to accumulate a reserve by budgeting for
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another surplus. A significant deficit, on the other hand, would pro-
vide the opposite sorts of stimuli on the size of the rate in the first
two instances above; énd a similar stimulus in the last case 1f the

community placed a high priority on solvency.

The Assistanf Accountant, given the task of early preparatioﬁ
of the estimates to permit early settlement on the size of the rate and
speedy collection, must gather data from staff who are uncvert_ain of how
much of their share of ‘the current year's budget will remain unspent,
and what pfojects will be undertaken in. the coming financial year. Iﬁ
early April, befdre data directly related to the estimates are collected,
the Assistant Accountant completes a quarterly review of the bt..tdget..
The review sérves as a base from which guesses are made concerning the
;;robable state of the balance on 30 June: it also provides information
about projects whith might be incomplete and ﬁhich must be carried over
to the next financial year; and it shows areas from wh’i.ch funds might
be transferred to those which have evolved and demanded attention since

the budget was accepted nine months before.

The fvinal quarterly budggt review reduces unceri:ainties about
the size of the surplus or deficit, and the stétes of any projects
under taken but not completed.. The Assistant Accountant can therefore
estimate the likely amount of f_.unds in the existing budget avaiiable for
next year's budget. (However, aldermen and other member~s of étaff can
"also see what remains to be spent', and some re-allocation of funds was
" observed at committee .m‘eetings.) 'The Agsistant Accountant makés another
estimavté in consﬁltation with staff such as the City Engineer and his
deputy about the pfobability of the new work being completed and is againv

able to reduce an uncertainty to a calculable proportion of the funds
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available.

This reduction of uncertainties in the intelligence phase
involves fudgments of reality and value which prove difficult to separate
in practice;s The assessment of the state or time of completion of a
project demands some factual knowledge; for example, how much new foot-
path can be constructed by a gang in a week? Tt also involves judg-
ments of significance, for example, how difficult to work is the ground
bn which the path will be laid or how long might be delays caused by
adding new men to the gang and training them? The two judgments taken
together indicate whether the work might be finished by 30 June or how
much more or less than the estimate it might cost. The judgments are
made by the staff who report on all projects to the aldermen who in turn
make judgments about which pfojects to complete or defer. The alder-
men's completed judgments are a combination of fact and value and are
made with the assistance of information gafhered by any judgments made

by the staff,

The Assistant Accountant's intelligence phase is primarily |
directed at compiling the annual estimates of revenue and expenditure.
The estimates are inextricably tied to the size of the rate, because as
. has been shown, 777 of revenue comes from the rate levied on property.
The Assistant Accountant is dependent'on the co~operation and abilities
of his colleagues for much of the information. Figure 4.2 shows the
leveis of authority and the positions in the organisation an& outside
from wﬁich he gathers information. The communication pattern is
vertical, horizontal and inter-departmental and indicates the co-ordinat-

ing role played by the Assistant Accountant.

5. Geoffrey Vickers, The Art of Judgment, London: Chapman and Hall,
1965, p. 40, :
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Information is sought from the Town Clerl down to the clerks
in the Building.Office to discover intended expenditures and expected
revenue. The Assistant Accountant is not just a co-ordinafor of
information about the budget: he gives information to other members
of the staff and decides what limits to put on their intended expenditure.
The Assistant Accountant said he knows what information to expect and
that he works within the rough guidelines of an increase in rate revenue
of about 10%Z "in order to get the same work dqne as last year'". The
107 guide includes-calculations for inflation and anticipated wage
increases and affects the amount available for expenditute. Another
senior member of staff said, "Tf Kevin (the Assistant Accountant) says

you can't have it, that's {it."

(11) Anticipated expenditure

A written procgdure for compiling the estimates was first pre-
pared in January 1973. It demands written details of expenditure pro-
posals by May, but writ;en submissions come from only three of the fifteen
officers with proposals. The written procedure is largeiy ignored and
its sequences not followed. Most of the communications are verbal, and
the Assistant Accountant works through some parts of the previous vear's
estimates with each officer in order to determine (a) whether expenditure
should stay the same, Be increased, or decreased; and (b) whether the
officers couid help.to reduce uncertainties about the sizerf the assessed
»annuai value which would be thé base for estimating renvenue in the next
financial year. The of ficers with whom anticipéted expéndiﬁure is dis-
cussed are: the Town Clerk, the Deputy Town Clerk, the City Engineer,
the Chief Health Inspector, the Chief Clerk (engineering), the Property

Officer, Water, Sewerage, and Recreation ground Supervisors in the City
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Engineer's Department, and the Expenditure Clerk. Information bearing
on revenue and the size of the assessed annual value is sought from the
Town Clerk, the Chief Clerk (administration), the Sewerage Connection

Clerk, the Sewerage Clerk of Works, and the Building Office.

Written submissions are made by the Chief Health Inspector, the

Deputy City Engineer and the Property Officer.

No personal approach is made to the city's aldermen about the
items they would like to see included in the estimates; formal records
of council and committee meetings and the ideas of the Town Clerk are
relied upon to transmit their wishes. For example, discussions about the
probable employment of'extra staff results in provisioﬁ being made even
if no decision has been taken. This practice, and another, that of
including items such as 'public relations assistant' or "welfare officer",
or '"the history of Glenofehy", produces conservative budgeting. Each
of these items has been included in recent years at the suggestion of the
Town Clerk and since no final decision has been made to employ the
required staff or undertake the history study, there is room in the
estiﬁates to meet unexpected needs, to transfer an already present sur-
plus elsewhere, 6r, indeed, to begin the proposed projgcts behind each

item.

The failure for proposals to he accepted definitely results in
estimates being made by fhe Assistant Accountant which, thbugh having
no legal status, are ratified by the council when tﬁe rate is struck.
One example occurred 1ﬁ 1972 when the aldermen increased by 507 the
rental of council houses after the rate had been struck. The Assistant

Aécountant said:
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"They had recommendations that were floating
around but no one was finalising them ~ so
I had to take what I knew because there was
no certainty that the rentals would be put
up ... there are those sorts of things."

The purpose of discussions with the Town Clerk is to find out
if any such proposals are likely and to permit a judgment to he made

about their draw on revenue and ultimately on the size of the rate.

The formal records provide the Assistant Accountant with some
major and minor items to be included in the estimates. One such item
accepted by the finance committee on 29 May 1973 after'investigation by
the Deputy Town blerk and the City Engineer was an amount of $4,500 for
the purchase and sharing of micro-film facilities with other metropolitan
councils. Micro-filming equipment had been listed on the committee's
‘agenda since January 1973 but no decision was taken until staff represent-
ing the Glenorchy, Hobart and Clarence councils met on 18 April to con-
sider the joint use of micro-filming equipment for plan reproduction,
enlargemeﬁt, reduction, and storage, and records storage. The meeting
decided to find out what each council needed, to seek reproduction by
other'bodies on a contract basis, and to seek a subsidy from the Austral-
ian government under its metric conversion programme. It was proposed
that the councils would use centrally-located machines and need their
own reader-printers. These conclusions were reported to the councils.
The Glenorchy council's finance committee accepted the report, and
decided to purchase tﬁe necessary equipment and Qet.aside some money
towards the cost of converting existing plans to metric measureménts.

- The decision was ratified at the subsequent council meeting on 5 June.
While only #4!590 was involved, the assistant acqountant had to revise

the estimates which had been printed on 17 May.
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Two other items discussed after the estimates had been circu-
lated to aldermen, but before the rate was struck, were not altered
despite attempts made at council meetings. The finance committee meet-
ing of 29 May also discussed the size of the annual dog tax and the
scale of rate remissions for pensioners. .In'each,caSe the -committee
accepted the'recommendations of the Deputy Town Clerk and the Chief Clerk
(administration) respectively. vThe dog tax was last increased in 1971/72
from $2 to $3, and no change Qas recommended. Remissions based on
iﬁcome had not been changed for six years, and an increase in the 1evels

of income within which remissions were allowed was recommended.

Amendments to each of the finance committee's recoﬁmendations
were moved in the council and debated. The motion to increase the tax
on bitches and decrease that on dogs was defeated. The motion from
Alderman Cross to increase the percentages of rates remittea within
certain leVeis of income from 50 pefcent to 75 percent was amended first
and then the issue was sent back to the finance committee for re-consid-
eration. In opposing Alderman Cross's motion and moving the amendment,
Alderman Jacques, the City Treasurer, said it was important to know how
much the proposal would cost, and that an economic appraisal should be
done first. He thought the remission scheme imposed harship on a lot of
people in thé district to the benefit of some. Debate on the motion
encompéssed the question of whether the council should offer remissions
_to pensioners at all. Alderman Shields‘observed.that the scheme did not
realLy help long-time residents of Glenprchy and that it aftracted
peﬁsioners frohlother places to reiire in the district. He said, "The
whole thing has.to bg looked at; we let it go past us each year."

However, the amendment to send the scale of remissions back to the
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finance committee was carried, and Alderman Shields' suggestion of
resolving the policy question was not adopted, probably because no
procedural steps were taken to have the idea placed before the council

in a form which would lead to a decision being taken.

The subsequent finance committee meeting of 13 June was present-
ed with figures on the cost of Alderman Cross's proposals from the Cﬁief
Clerk (administration). .Adoption of the proposals wpuld have resulted
in an increase of 0.5¢.in the rate. (This finance committee meeting
also congidered the size of the rate and details of the annual estimates,
prepafed_and circulated three weeks before.) The committee decided to
ré—affirm its previous acceptance of the Chief Clerk's recommendation
and advised the next council meeting that it had qot moved from the
position in its first report. The council accepted the commitﬁee's
report without amendment.. The preparatidn of the annual egtimates and
calculations on the sizé of the rate had been completed by the staff.
Increases in rate temissibns had been allowed for, and no change in the
dog tax was anticipated. The stage at which thevaldermen were asked for
opinions on each item worked against successful changes to staff recommen-
dations. The raising of matters, on the floor of the counc11,>having
financial implications is unlikely to succeed hecause no informétion
about costs was availablé, and because the council's practice is to send
material back to its cﬁmmittees for further investigation. It is only
rarely that any committee's recommendations are over-ridﬂen by council

the first time they are submitted.

Many other decisions with consequences for council expenditure,

and which contributed to the size of the rate eventually struck, are
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taken before the estimates were r;répared.6 The employment of additional
VStaff in the City Fngineer's Department, for exémple, was decided on

at finance committee and council meetings between February and April.
Olympic pool charggs were accepted in April; and the decision to engage
management consultants for a review of operations was made in May. The
Aggistant Accountant is able to use this information in prepéring the
estimates. He is also able to account for some probabilities: that
moré staff would be employed in the engineering section after a review
of the council's operations by the firm of management consultants; and
that wages for blue collar and salaries for white collar staff would be
increaéed during the year. The first probability was discussed and
recorded from a committee meeting; the second Qas expected as.very

likely at a time of increasing wages and prices.

It has been shown that the Town Clerk is a transmitter and
interpreter of the council's wishes and that he encourages conservative
budgeting. More will be said about his influence later. Attention is
turned now to the other members of staff from whom the Assistant

Accountant gathers information.

The Deputy Town Clerk supplies information about the probable
purchase of new equipment for use within his department. Typewriters,
dupii¢a£ing machines, accounting machiﬁes and stationery are examples
of the materials used and likely to be added to or replaced. Most are

‘minor items in a budget of $2,600,000.

6. A.H. Marshall, Finaneial Administration in Local Govermment,
London: Allen and Unwin, 1960, sees this as the proper procedure.
He says, ''The budget should not itself be made the vehicle for’
the determination of new policy ... All policy decisions affecting
the budget should as far as possible be settled beforehand, even ‘
though they cannot operate until budgetary provision has been
made.'" (p.264). '
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Roads and footpaths maintenance carried out by the City
Engineer's Department 1is paid for from revenue. The City Engineer and
the Assisfant Accountant discuss the previous year's maintenance and
decide‘to do the same amount of work again. This has beep the pattern
of dealing with maintenance for several years. It is also custémary
to allow a substantial margih for anticipated increases in wages, plant
and materials costs. The Deputy City Engineer gives the Assistant
Accountant a list of maintenance requiremen;s for the olympic pool, for
recreation grounds.and reserves which fall under his responsibility,
and for facilities for outside staff. The Assistant'Accouﬁtant includes
the margin and cuts the total amount required for maintenance 1in order

to fit the estimated amount of revenue from rate provided for maintenance.

The written details from the Chief Health Inspector cover items
such as expenditure on chemicals to fluoridate the water supply, the
purchase 6f noise, air and water pollﬁtion detection equipment, the costs
of garbage disposal, and the wages of meat inspectors employed by the
council at a nearby privately-owned abattoirs. (Pollution detection:
equipment is being purchased gradually; the Chief Health Inspector
deci&ed not to ask in 1973-74 for all the money he needed because he felt
it would be asking for-too much at once and the health énd recreation

committee might "knock it back.")

The Water, Sewerage, and Recreation ground Supervisors give
information vefbally to the Assistant Accountant about reticulation
maintenance, sewer maiﬁtenance, the operating costs of thecpumping
station and treatment works, and the maintenance of grognds and reserves.
The information is qompared with previous actual e#penditures on the

same items and a judgment made by'the Assistant Accountant and the
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Supervisor about the likelihood of anticipated expenditure, apart from
that caused hy higher costs for wages and materials, being any greater

in the coming year.

Opinion, more than information, is sought from the Fxpenditure
Clerk who has up to date records on the extent to which existing projects
are complete., He offers advice on the proposals advanced by other

officers.

The compilation of éstimates of expenditure for the general,
road, health, recreation grounds and reserves, sewerage, stormwater
drainage, and water accounts is then begun. The estiﬁates of expenditure
will not be completed until data about the l.evel of council contributions

to several statutory authorities is available.

(111) Anticipated revenue

The size of anticipated revenue is the next item for which the
Assistant Accountant seeks information internally. The amount of revenue
received will influence expenditure and the size of the rate. Revenue
is affected by the size of the assessed annual value. There are many
uncertainties about the A.A.V. and most of the AAssistant Accountant's
questions and analysis are intended to reduce- uncertainty. He seeks.
sbme advice and opiniong from the Town Clerk whose contacts in govern-
ment departments hel;; establish if they will be constructing, for example,

homes for the aged, a large housing éstate, a school, or a new bank.

State aﬁd federal governments are neither compelled to submit -
their building pians to the Glenorchy council for approval, nor are they
compelled t’o'pay rates to the council. However, the State Valuer-

General includes valuations of state and federal buildings vhen the five-
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yearly reviews of assessed annual value are made and it is important

for the Assiatént Accountant's calculations that he knows about the
building plans of éthef units of government. Some of the construction
work, for example, housing COmmissidn homes, or homes for the aged will
be rented and occupied by residents and so 1is rateable. A new housing
scheme could increase the commﬁnity's system resources and the council's

revenue.

The Chief Clerk (administration) has a specialised funcéion in
the calculation of A.A.V. Since some ratepayers occupy homes not serviced
by sewerage lines or a water scheme, or which are sited outside a declar-
ed fire protection area, the amount demanded in rates is reduced by the
estimated value of services not provided. These deductions are not made
in the Valuer-General's assessment and have to be made by the Chief
Clefk, who also provides information to the Assistant Accountant on non-
rateable properties such as those owned by féderél or state government
departments or agencies. In May, the Chief Clerk estimates the A.A.V.
for the year, works through the rate cards for households not receiving
all or some of the council sgervices and subtracts the total non-rateable
A.A.V. for the particular service from the A,A.V. He also adds to the
A.A.V. the value of services supplied during tﬁe current year to house-
holds which had not received them before. The results contribute a
little more to the base from which the Assistant Accountanf will estimate
the size of the A,A.V. and probable revenue in the next financial year.
The revenue collected from ratés will be affected by the aﬁount returned
tobratepayers as rebates for services not provided. Rebatés for each .l
service not provided are calculated (a) bf'dividing the estimatéd amount

of revenue transferred from city rate collections to the service rate
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by the assessed annual value of the service rate; then (h) by multiply-
ing the result in (a) by the difference between the gross assessed
annual value and the assessed annual value of property with all services

provided.

" Further information about the provision of services is obtained
from the Sewerage Connection Clerk and the Sewerage Clerk of Works.
The Seweragg Connection Clerk records those propetties which have been
connected té sewerage mains and those owners will be repaying loans made
by.the council to cover the connection costs. The Sewerage Clerk of
Works, superior to the Connection Clerk, supplies‘estimates on income
frbm pipe testing and cleaning charges which are charges levied for '
gervices provided after rate demands have been issued. It is customary
for estimates.to be based on current figures with some allowance for

potential increases.

The Building Office receives and approves building plans for
housés, shops and factories. Once proposed buildings are completed, théy
become part of the community from which the council draws its rate revenue.
Many buildings will not have.been either started or completed when the
rate is struck. Wowever, it is very likely that they will be rateable
within a yéar. The Ruilding Office is able to give the Assistant Account-
ant an estimate of the number of houées, shops, factories, showrooms
and other private buildings likely to be completed by particular times
through fhe financial yéar. The Assistant Accountant is ahle to make
an estimate of their contribution to rate revenue. He has some idea,
from pasf building estimates and the existing state of the economy, of
;he value of the information he receives from the building office. He

said: '
"I know what answers to expect. If I go
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down there, and they say they're going
to build 600 houses, I tell them they're
wrong."

It is apparent that judgments of reality and value are woven
into the intelligence phase of.the decisiqn making process. In the
.internal colléction,stage described above, the Assistant Accountant makes
judgments about increases in costs, the Chief Health Inspector about the
rate at which he can ask for more money, the Assistant Accountant about

the community's resources and their monetary value, and so on.

Most of these judgments have their basis in facts taken from the
data gathered. Howe&er,‘the data itself suggests value orientations:
a preference for maintenance over new works, for example: or the selec~
tion of some new equipment instead of all new equipment; or one esti-
mate rather than another for wage increases.} Value elements thus enter
the judgmenté made by officers, either through the force of customary

ways . of hehaving or through appreciations of new situations.

(b) The external stage

.Several variables largelv external to the organisation, affect
the gouncil's uses of revenue. Salaries and wages, and the contributions
demanded from.the council by statutory authorities affect expenditure.
The Assistant Accountant‘aéain tries to minimise uncer tainty by making

estimates which are combinations of reality and value judgments.

Salaries and wages are determined by the national wage case,
separate arbitfation'for particulaf professions, Victorian wages board
decisions, or Tasmanian wages board decisions. Of course the Assistant
Accountant has no way of knowing either the increases claimed and opposed

or the resulting decision. Wis response is to make a conservative
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estimate, that is an estimate greater than the size of the likely
increases, and to have a reserve in case his estimate is wrong. For
the 1973/74 budget, an increase of 157 was estimated, not 10% as"had

been suggested earlier.

It is difficult to assess cohpletely the significance of ﬁage
and salary payments and increases for the estimates. The payments are
charged against several accounts and are sometimes hidden in other gross

figures such as "'maintenance’ or '

'sundries’. Some payments are made out
of ioan fundé raised for special projects. Howevef, a guide to the
overall importance of wage and salary expenditure caﬁ he obtained from
the total wages bill. Almost $1;000,000 is its estimated gsize in 1973-

74. - This is equivalent to about 40% of estimated revenue for the same

year.

Statutory authorities make more certain demands on the Glenorchy
council's revenue. The Rural Fires BRoard, the State Library Board and
the Southern Tasmanian Ambulance Board are paid contributions by the
council based on assessed annual value. After the A.A.V: has been deter-
mined, the Assistant Accountant merely caiculates the value of each
contribution by multiplying the A;A.V. by the agreed on number of cents
in the dollar A.A.V, of the service. Agreements on contributions were
eétéblished some time ago and are subject to periodic re-negotation
by the councils and authorities subject to the agreements. The Glenorchy
, Clty Councii's City Fngineer is on the Rural Fires Board and the Deputy-
Méyor‘a representative on the Ambulance Board. The council has no re-

presentative on the State Library Board.

The Fire Brigades Commission (F.B.C.) and the Metropolitan

Water Board (M.W.B.) are co-ordinating and service agencies, and part
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of the annual revenue of each is contributed by member municipalities.7
Each agency sets the size of the contribution it wants. Singe thé L
Glenorchy estimﬁtes are prepared before either agency informs the council
of its contribution, the Town Clerk and the Assistant Accountant talk

to the full-time meﬁbers of each agency 1in order to get an indication

of the amount the agency ﬁill ask for. Shortly after the 1973-74 esti-
mates were prepared, the M.W.B. sent its demand for a contribution and
the estimates were altered. However, tﬁe F.B.C. had not: it estimated
an increase of 20 perceng over the 1972-73 contribution. Informal,
outside contacts help the council achieve its aim of an early détermin—
ation on the size of the rate. .The City Treasurer, Alderman Jacques,
is '‘a member. of the M.W.B. and this helps the Assistant Accountant to

anticipate proposed changes in M.W.B. demands.

Contributions for fire protectiqn and watér gervices in 1972-73
were estimated at $663,349 or about 297 of estimated rate revenue. Some
of the M.W.B. contribution is refunded to meet the cbuncil's working
expenses but it is still spent by the council. The contributions can
be seen as important external factors affecting expenditure and the

amount of revenue which must be reaised to cover it.

Another unit of government affgcts council revenue more directly.
The state Housing:Department has subdivisions in Glenorchy's suburbs
of Abbotsfield, Chigwell and Goodwood. The departmenf's completed pro-’
jects bring in about $0.5 million fin rates annually, and the Assistant.
Accountant makes enquiries fhfough 1nfo;mal contacts within the depaft—

ment about planned pfojects in case their commencement and completion

7. See R.L.'Wettenhall, Op.cit., pp. 228-232 for a description of
Tasmania's fire protection arrangements, and pp. 150-152 for
information on the M.W.B.
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in the coming financial year influences A.A.V. and rate revenue.

The outstanding feature of the external stage of the Assistant
Accountant's intelligence phase is the network of informal contacts
which he has built up within other units of government. The contacts

.offer onlf tentative information but it is of importénce to the Assiét-
ant Accountant and helps him reach one of the goals get for the organi-

sation: the early striking of the rate.

5. ANALYSIS OF THE INTELLIGFMCE PHASE

Several features of the Assistant Aécountant's.intelligence
phase are noteworthy:

(a) the exclusion of hoth the aldermen and the chairmen
of committees from discussions about revenue and
expenditure;

(b) the reliance on past figures to provide a hasis for
recurring estimates;

(c) the Assistant Accountant's dominant role in information-
gathering and presentation;

(d) the Assistant Accountant's rejection of some expenditure
estimates on.cost grounds ;

(e) the increase.in the margin for cost rises from 107 to
157 dufing the intelligence phase; and

(f)lthé présence'at-this éarly stage of ﬁudgments which
constrain and forecloge judgments schéduied to be
made later in the process.

It is t6 analysis of these points that the discussion now turns.
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(a) The exclusion of aldermen

The exclusion of elected representafives from this phase of
the decision making process is femarkable if only because inclusion
provides an opportunity to reaiise some of the goals representatives
might have. However, Glenorchy's aldermen have few specific policy
goais which are directly rélated to the rate. When asked if_there is
or was any specific policy goal they hoped to accomplish by béing on the
cbuncil,-threebaldermen replied that they ''wanted to contibute something
back to the place'". Another said he was interested in getﬁing on for
experience because it was "a step up the ladder'. Anoﬁher said he had
no speéific goal. The remaining five had major long term goals such as.
the establishment of a library and cultural centre to less specific
on-going aims such as "promoting the district" or "improving the council's

public image",

Aldermen may be excluded for reasons other than the lack of goals
or the failure to translate appropriate ones to the annual budget. It
might be that they accept the organisation's procedures or trust the
staff to do much of the work. Speculation is not very helpful here.

The absence of aldermen from this stage of the process of striking the
rate is not peculi&r to Glenorchy, D.M. Purdie notes in the section of
his work based on a sample of'ZOZ of Melbourne's municipalities that:8
""Neither the council nor its finance committee |
plays any significant part in the preparation
of draft estimates. This work is undertaken

by executive officers such as the municipal
clerk, municipal engineer and their deputies."

8. D.M. Purdie, "Municipal Budgeting”, Bulletin of Australian Society
of Accountants, 12, December 1971, p. 27.
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The Fnglish experience is quite the reverse. Several authors
note the early participation by aldermen, especially the chairman of

. Q
the finance committee. A.H. Marshall sayvs:’

"There are many ways of associating the members
with the budget. Fven before the office draft
is prepared, the general trend of income and
expenditure, and any special features, will
have been discussed with the chairman by the
head of the department, the chief financial
officer also being sometimes present at the
discussions.”

(b) Reliance on previous figures

Reliance on previous figures as a basis for estimating future
revenue and exbenditure tends te exclude the developmen; and articulation
of alternatives from the process. One of the Assistant Accountanﬁ's
aims is to see th#t there is .enough revenue ''to do the same work as

before'". Aaron Wildavsky observes:lo

"Once enacted, a budget becomes a precedent;
the fact the something has been done once
vastly increases the chances that it will
be done again."

‘Under these conditions, there is a likelihood thgt new additions
to the budget will be small and that the decision making process will
be characterised.by Lindblom's incremental approaéh rather than the
bounded rationalify or objective rationality approaches. Marshall thinks
>i; is an important function of the chief financial officer to ensure

that previous years' fipures do not get too much attention because it

9, Marshall, Op.cit., p. 282. See also J.K. Friend and W.N. Jessop,
Local Govermment and Strategic Choice,London: Tavistock, 1969, p.11:
- H.V. Wiseman, Local Government at Work, London: Routledge and
Kegan Paul, 1967, p. 53; R.M. Jackson, The Machinery of Local
Government, London: Macmillan, 1967, p. 149.

10.  AAron Wildavsky, The Politics of the Budgetary Process, BOStOn.
Little, Brown and Co., 1964, p. 3. .
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is an "unsound” practice.11

Fifty-six recurrent revenue items are listed in the written
procedufe'for the preparation of the estimates. These items show sources
of revenue'for the council apart from the rate. The Assistant Accduntant
estiﬁates thé>revenue each 1item will provide 1ﬁ a variety of ways. Of
the 56 items, 35 are nominal estimates mainly based én revenue in the
current vear; eight are calculated from lease agreements with sporting
organisations, seven are nominal estimatés arrived at after discussion
with another council officer; two are recéipts of interest on loans made
by the council and two are refunds from thé State government., One of
the remaining two is a refund to the council from the Metropolitan Water

Board for working expenses.

of 94.recurrent.expenditure 1tems examined, 40 were set after
discussions between the Assistant Accountant and one or more officers,
35 were marked either ''nominal" or ''based on current year's figures",
eight were taken ffom council minutes and two from committee minutes.
Seven were expenditures on contributions and two concerned contracts
entered into by the council for garbage disposal and lighting. The

. importance of past figures can be easily seen.

The Assistant Accountant makes most of the ''nominal" decisions
and guides the direction of those made in consultation with other

of ficers. His role is clearly central in the intelligence phase.

(c) The Assistant Accountant's role.

Tncreasing organisational and professional specialisation means

11. Marshall, Op.cit., p.280.
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that individuals in particular positions will occupy co-ordinating
roles in a decision making process. This is the case with the Assistant
Accountant in Glenorchy and Marshall prescribes it as proper and

‘essentialzlz

"... a single officer should be charged with
the responsibility for the financial work,
which should be conceived as one piece of
machinery serving the whole of the authority
and not a numher of unco-ordinated units
varying in aim and subject to different
direction."

He imposes direction, as well as facilitating co-ordination.
It is in the imposition of direction that the Assistant Accountant
ensures aﬁhievemgnt of the goals he has or whiéh have been set for him.
He is able to make reality and value judgments which result in (d) the
rejection'ofbsome items of expenditure. Rejected items are not large
in terms of.the ovgrall budget and were reported by only one officer
during the study and the Assistant Accoﬁntant said he would tell officers
if there was something they could not have. Tt geems this exclusion of
demands is not regarded as improper or bevond the role of the co-ordinat;

ing‘officer.

(e) The increase in the margin for cost rises

During diécussibns in January 1973 about the estimates, the
Assistant Accountant said he usually added 107 to expenditure estimates
t6 allow for tnflatioﬁ and increases in wages and.other unforeseen
increases. By May, the'margin was 157 and seemed ﬁo havelriéen because
of unceftainties created by the new Federal Australian Labor Party govern-

ment and evidence of a high annual rate of inflation. At a conversation

12. Ibid., p.31. .
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in mid-May, the Assistant Accountant said:

"No one knows where Australia is going at the

moment. I don't know if X will happen and
"affect the rate. Things are uncertain and
you can't allow for them"

His appreciative system seemed to have responded to the new
uncertainty by increasing the usual margin. Fifteen percent would be
sufficient to produce'figures which would absorb increases in costs

outside the control of the organisation.

The result would be that the council's current account commit-
ments.would be met and the budget would have a satisfactory level of
- accuracy. Fither a surplus or a smaller deficit than was budgeted for

would be achieved.

(f) Judgments by officers

It is clear that most of the 15 officers who contribute to the
compilation of the estimates make judgments about the needs of their
departments or their areas of responsibility. Their judgments are based
on previous experiences and are a mixture of reality and value judgments.
TheVQalue judgmenté are based in the officers' assessménts of needs,
for example, to buy one sort of machine rather than another. The selection
- of one need rather than another indicates that somehow a preference

ranking has been reached.

The officers' selections are only a minor part of the organi;
safion's totai céllection of community resources but they éffectivély
'excludé the aldermen from making differehﬁ choices later in the process
because of the tendency of aldermen to accept staff recommendations and
the lack of alternatives offered.;o them. Despite the exclusion of

aldermen from this phase of decision making, there are opportunities.
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for them to become involved and influence later stages of the process.

6. SUMMARY

The appreciative systems of»the staff are thus 6perating to
influence estimates about revenue and expenditure. Their yeadiness to
respond to the decisional situations they face is affected more by.past
events than by the prescriptions of the rationalists, discussed in
Chapter two, because the intelligence phase has shown no evidence of
men working from the roots up on any items of proposed expenditure or
revenue, However, there is some evidence of incremental decision
making in thevrgliance placed on past figures. This evidence is strength-
ened through the examination of other phases of the decision making

process.,
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CHAPTER  FIVE

DESTIGN, SUBMISSTON AND DECISION

At the end of the intelligence phase the Assistant Accountant
Has enough information to calculate the assessed ‘annual value (A.A.V.)
of the pfOperty in the community on which rates are payabie. Thé éross
A.A.V. is supplied by the Valuer-General and the value of non-rateable
property and of serficés not provided is deducted from it. The net
A.A.V. 1is the result and this is the figure on which the annual rate is

struck.

The design of the estimates and the assistant accountant's
recommendation on the rate are examined here. Interaction_between the
appreciative systems of the participants is observed as thé recommend-
ations move through the council's decision making procédures. Inter-
actions between the participant's appreciative systems is observed at
several points in the oprocess as views are expfessed about tﬁe estimates

and the rate which is finally struck at a council meeting.

1.  DESIGN

The design phﬁse of the decision making process begins with the
Assistant Accountant striking a rate as a basis for other calculations.
Two simple steps are taken to strike a rate. Firstly, the Assistant
vAcc0untant finds out how many cents in the dollar A.A,V. will bring in
tﬁe same revenue as in the preceding year. TFor example, at rate of
16.18 in the dollar A.A.V. in 1973-74 would have brought in $2,363,150

in that year - the estimated revenue in 1972-73. Secondly, an allowance
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is made for increases in wages, materials and any other costs which

will influence the amount of work that could he done. The Assistant
Accountant said he added "about 107 for increases in cdéts." The result
is the estimated revenue aimed for by striking a rate of 16.1¢ + 107

in the dollar drawn from an A.A.V. of 314,676,'545.1 Having struck a
temporary rate and estimated rate revenue, the Assistant Accountant is
ready to e#amine expenditure proposals and design the annual budget.

The rate can then be reviewéd. : Wowevef, it 15 uﬁlikely to be altered-
"because the two-step method outlined above achieves two goals signifi-

~ cant for the Assistant Accountént and other members of the organisation
including thg aldermen, The first goal is that the rate is kept as low
as possible. The minimum achievement is to do the same.work as last
year. The éecond goal 18 the provision of a reliable and tolerably
accurate set of estimates which will reflect as far as possible what
actually happens and minimise criticisms df the compilers of the accounts

by the aldermen.

The emphasis on doing the same work as last year was noted in

Chapter four and can be seen again in the design of the estimates. The
citv rate is divided into a general, road, health, fire, recreation
grounds and reserves, sewerage, stormwater dréinage, and wvater rate.
Thére are, theréfore eight accounts covering the city rate, and the
Aésist#nf Accountant transfers money from the city rate to each account
with the intention of baléncing revenue and expenditure.v Almost every‘
item of revenue and expenditure has been based on figures of actual
expeﬁditure in the preQious financiai year. Items of revenue and expend-

iture are placed in accounts corresponding to that section of the

1; The Valuer-General assessed the value of property in Glenorchy at
$15,663,465 on April 18, 1973, The net A.A.V. is $14,676,945.
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broken-up city rate which they contribute to or drav from.

Revenue received from sources other thanthe rate are included in
their appropriate accounts and assist in fhg ,bala.ncing process. Vherever
revenue from other sources is low, more money has to be provided from
fhe city rate to baiancé the accvount. One other source of revenue is
that received from the levying of minimum charges. for services to proper-
ties whose assessed annual value 1s too low for the property to be rate-

able.2 About $30,000 is received annually from these levies.

New items of revenue and expenditure which hawve not heen author-
ised by council or a comfnitt:ee are discussed with the Town Clefk who,
the Assistant Accountant says, "knows how the aldermeﬁ are thinking".
Two‘small items were discgssed: $3,500 for the invest igation of storm-
wa;ter infiltration of sewerage lines, and $1,000 for the constructioﬁ

of portable toilets and shelter sheds for use by outside staff.

The result of this work is a set of ést:hnateé with high specifi-
city. The recommendéd rate, the new A.A.V. , the ‘size[ of rebates and
v'minimum charges,-and details on many major items bf revenue and expendi-
ture are listed. The first two pages of'the estimates ,  and the general
accounts are included as Appendix C. The estimates are not prihted
until the rate and the extent of changes from previous years is discussed
with t‘he Town C]erk. The co-—ordinating role he plays in the operation
of the 'otganisation's‘ decision making procedures ‘was notgd in Chap;er
three. - Th.e. estimates are printed and circulated after the Assis_f:ant
Accoﬁntant réceives authorisation from the Town Clerk. Preparation was
.completed ﬁy 17 May. 1973. Copies were circulated after the finance

cormittee meeting of 29 May, at which it was decided to bring the next

2.  The Local Govermment Act 1962, Sections 243-246 gives the council
this power.
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finance committee meeting forward to 13 June to discuss the estimates.

This year, the estimates were accompanied by a set of explanatory
notes. One alderman said it was the first time he had seen them. He .
found them very'useful. It appears copies.of the notes,had ﬁeen prepared
-for stgff uge in previous years as copies of 1972-73 expianatory notes
were used for combarative purposes when material ﬁas being gathered for
this study. The 1973—74 explanatory notes tell aldermen briefly how the
net A.A.V. was reached, how insurance charges were calculated, wﬁat
1n£reases in costs are likely, the cost of new items and items which have
been significantly increased; thé continuance of'scheduled works out
of reveﬁue, and what the council's wages bill should look like. Alder-
men and senior staff arrive at the finance committee meeting with this
information, as well as theif own previous experiences, to discuss the

council's revenue in the next financial year..

2. SUBMISSION

The estimates submitted are hased on a raté éf 18.0¢ in the
dollar A.A.V., and follow tﬁe usual course for staff papers outlined in
Chapter'three.3 ‘They are discussed first with the Town Clerk who
presents them to the finance committee which makeg a recommendation in
its report to the council. Council is the bodv which must make the
final deciéion. Tﬁe procedural progress of the estimates is shown in'

Figure 5.1.

The organisétion's procedure differs from that prescribed by

3. The proposed rate of 18¢ in the dollar means that ratepayers would
be asked to pay more in 1973-74 than they did in 1972-73. Their
properties have a higher market value now and this increased
valuation produces higher rates even when the size of the levy in
the dollar is reduced. The recommended rate was 'as low as possible"
and also therefore, kept the rate of increase as low as possible.
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FIGURE 5.1

Procedural Progress of Estimates

TOWN CLERK |__ FINANCE | COUNCIL STRIKES
Dl comrrrEE || MEETING [ D| RATE ]
L /7
ASSTISTANT /
ACCOUNTANT

CHIEF CLFRK Qo
(Admin.)

|

N
EXECUTES DECISION

A.H. Marshall whp says that committees should indicate their needs and
receive budgetary drafts from staff for amendment and discussion before
the finance committee discusses the penultimate budget.& The Glehorchy
finaﬁce committee meeting discussés the estimates circulated to alder-

men. It is the first official body in the council to do so.5

The usual membership of the finance committee is increased by
the presence of the Assistant Accountant who always attends when the
annual estimates are discussed. The usual membership is the Mayor, the

chairmen of the three other commitrees, the Town Clerk, the Deputy Towm

4, A.H, Marshall, Financial Administration in Local Govermment,
-London: Allen and Unwin, 1960, pp. 278-279,

5. D.M. Purdie, 'Municipal Budgeting', Bulletin of Australian Soczety
"of Accountants, 12,December 1971, reports that council staff pre-
pare the estimates which are discussed by the whole council. e
says, "... it is unlikely that (the finance committee) will play
any part in the consideration of the draft estimate." (p.28).
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Clerk, the City Engineer and the Committee Clerk. Marshall says this
composition has "one supreme advantage; the committee cannot act in

ignorance of the work of the authority."6

Eight of the nine men on the Clenorchy_finance committee have
sat in the same chairs for the last seven years every mid-June to dis-
‘cuss the.es;imates. The newcomer, the Deputy—Mayor? has served on
the council'for eight years but this is his first term on the finance
cqhmittee. The men take their usual places with the Assistant Account-
antvat the Town Clerk‘s right hand. The aldermen present have an average-
length of service of 14 years and the staff 17.1vyears. This massive
shared experience shows ag the aldermen, the Town Clerk and the Assist-
ant Accountant select and discuss only six of the items in the estimates.
They never consider adjusting the size of the rate though they are
aware that other aldermen are considering adjustments. The other three
members of the staff do not contribute substantially or at all to the

discussion.

The committee discusses the increased contributions to the
Metropolitan Water Board and the State Library Board, the size of the
hinimum sewerage rate for vacant blocks, uncertainties about demands
»for.increased wages, and the allocation for the annual conference of
the Institute of Municipal Administrators to be held in Hobart in
chobgr 1973. The first two items involvé substantial expenditure:

the remainder are minor.

Alderman Jacques, the council representative on the M.V.B.,

6. . Marshall, Op.cit., p.42.
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reports that the board increased its demand from Glenorchy to meet
unforeseen high water pumping costs caused by the long dry summer and
relativelf"dry winter. lThat part of the topography dominating the
water supply to the western metrosolitan area, Mt., Wellington, had not
stored as much ice and snow as it usually did each winter. Consequent—
ly, because of this uncontrollable variable, the city council had to
-increase 1its contribution to the M.W.B. to the equivalent of about O.5¢

in the dollar A.A.V., that is, bv adding about half a cent to the rate.

The Deputy-Mayor, Alderman Deﬁpsey, asked if Glenorchy was cos—
tributing to the State Library Board at a higher rate than Hobart, and
if so, why. On being told by the Town Clerk that Glenorchy contributed
0.5¢ and Hobart 0.25¢ in the dollar A.A.V., the Deputv-Mayor asked
for the discrepancy to be looked into; The State Library's modern
'multi-storey building is situated on the fringe of Hobart's central
businegs district and services Glenorchy s three very small libraries.
The.formula agreed on for contributions meant that Glenorchy would
pay'the board about $72,000 in 1973-74. The committee agreed with

Alderman NDempsey; but it was too late to alter the estimates.

Alderman Dempsey also argued for an increase in the minimum
sewerage rate of $10 per block. The Town Clerk indicated that an in-
crease would'bringjin only an extra $5,000 a year and would have no

impact on the size of the rate.

The discussion on the estimates appeared to draw to a close
" when the Town Clerk said there would need to he some alterations to
the figurES submitted because the M.W.R. details had come through.

lle said. "The only thing we are interested in is the size of the

" . deficit." MNowever the Mayor continued the discussion by remarking
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on uncertainties associated with increases in wages and salaries.
Then he said: '"Is there any basic disagreement? It is the most

explicit explanation we have had for some time. No?"

After a brief discussion on the principle of acting as hosts to
visitors for the Institute of Municipal Administrators' conference,
tﬁe City'Engiheer suggested that $200 be transferred from his depart-
ment}s road conference account because it_would not be needed. This

was agreed to.

The possibility of other aldermen moving on the floor of the
open council meeting for a change to the size of the recommended rate.
was raised by the Town Clerk who said that oné alderman was going to
move for a higher rate and one for a lower. However, the two aldermen
concerned had "thrasbed ;hingé out" with the Assistant Accountant.
ﬁevertheless,.the Town Clerk's ohservation lead to tacfical debate
amohg the aldermen about the moving of motions, having financial impli-
cations, on the floor of the council. Two items the committee had
already discusséd that night, the dog tax and the remission policy, had
Begun as motions for decision by council and were successfully amended
during debate to be considered by the finance committee. Several

suggestions were made:

b(a), therg should be a motion to accept the estimates immediétely
the item comes up on the agenda;
(b) tﬁeréAshbuld be a 11mit to the size of the deficit which
the council ganvincur'in one year;'
(c) changes should be made to the staﬁding orders to place én
upper limit of,'say, 27 of total revenue on'the gsize of

the deficitﬁ or
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(d) as an alternative, changes should be made to standing brderé
so that financial motions from the floor would be required

to be considered by a committee.

No subsequent motion was put on any of the suggestions, but it
was agreed that the City Treasurer, Alderman Jacques, should quickly
bring a motion on the floor of the council for acceptance of the recom-

meded rate and the estimates.

" The discussion was completed with the only adjustments to the
estimates being an increase of $27,280 in the estimated payments to the
‘M.W.B. and a corresponding increase in the deficit from $67,369 to

$94,649.

The design phase finished without the analysis or presenﬁation
of "possible'courses of aqtion".7 Reliance on past figures and marginal
badjustmenté are the custom and the process éo far resembles Lindblom's
incrementalism more than the work of the pure rationalists. The final

. phase 1s to be no exception.

3. DECISION

The Act requires that the elected representatives must étrike
the rate.8 The council meeting which was to strike the rate met 12
days after the finance committee meeting accepted the staff's recommend-
ation. Alderman Fall was the only man absent from the meeting. As
usual,.the meeting worked through the reports of the works, health and

recreation, énd building and town planning committees and reached the

7. H.A, Simon, The New Science of Management Decision, New York:
Harper and Row, 1960, p. 2.

8. Tasmanian Statutes,.Vol. 9, Local Government Act, 1962 , Sections
' 44 and 176,
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finance committee report just before supper would normally be taken.

From the chair, the Mayor suggested that item 13 page 6 (the
estimates) be discussed first. He reviewed the problems thé council
fisAonce again faced with" and mentioned the increased contribution
to the M.W.B. He said ''matters are prettv well covered by the estimates.'.'9
He concluded by complimeﬁting'the staff on the preparation of the esti-
mates and the explanatory notes. Alderman Percey said, "It might be of
interest to others that if there had been no revaluation this year,
there may have been an increase in the rate of 3¢ on the old valuation.

That is prettv steep.'' Alderman Jacques rose and said "It is no help
when you put the rates up'. He congratulated the staff and then moved

that the finance committee's recommendations be adopted.

With some hesitation and'uncertainty, a new alderman, Vince,
asked if "this covers the whole schedule?" The Mayor replied, "for
the benefit of all new aldermen if you adopt the estimates you adopt
the rate.” Alderman Vince drew the attention of other aldermen to
the size of the councii's contribption to the State Library Board which
he called "excessive'", and to the size of the estimated deficit which
"was getting up to the danger mark'. Further discussion on the con-
tribution to the Board involved the Town Clerk, the Mayor, and Alder-
men Vince, Dempsey and Jacques. The Town Clerk revealed that there
was a statutory minimum of 0.25¢ to be paid to the board. Negotiations
ﬁith tﬁe'boafd were last held 18 months ago. The Mayor sai& the next

item on the agenda gave the council the chance to re-open matters with

9, Four of the six people in the gallery left at this point. Six
was the highest number observed in the gallery at the same time
_over the six months period of the study. The four vho left
" obviously were not interested in the rate. '
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the board; he added, "We should not alter our libraryvestimates aﬁ
this stage'. Then just as Alderman Jacques suggested the Town Clerk
should advise the board of how much the couqcil would pay and then
begin negotiatiops, the Town Clerk spoke for the first time in six
months without invitation from the Mayor. He said, "T would ﬁot»like

to see the estimates altered at this stage''.

There was no further discussion on Alderman Jacques' motion
that the finance committee's recommendation on the estimates be accepted.
The moﬁion was carried unanimously. The Town Clerk séid there was a
formal motion, which he then read, to be included in the minutes after

the adoption of the entire report from the finance committee.

After supper, Alderman Cross moved an amendment to the committee's
recommendation on rate remissions to pensioners. The amendment was
the same as Alderman Cross moved at fhe previous counéil meeting and
the debate canvaséed many of the same ideas. Towards the end.of the
debate, Alderman Jacques said, '"The budget has been pretty well fixed.
This will throw an amount on to the budget. The pensioners are pretty

'

well happy about the present scheme.' Shortly after a contribution
from Alderman Shields, Alderman Cross amicably withdrew his motion

saying it was obvious he had lost the argument, 'but I have learned

quite a lot".

The decision taken on the rate before supper was not uhset.
The Chief Clerk (administration) could direct his staff to prepare

rate demands for distribution to ratepayers by about mid-July.

-4, ANALYSIS

~ Apart from the lack of presentation or perception of alter-
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natives and the reliance on past figures, several events stand out

in the design and decision phases of striking the rate. They are:

(a) the attention to a fe& details in the estimates rather
than the size of the rate itself;

(h) the method of calculating the rate in advance of understanding
other revenues and expenditure:

" (c) the unanimous acceptance by the council of the staff's-and

the finance committee's recommendations: and |

(d) ;he.activities in the committee and council of the three
réputed influentials - the Town Clerk, the Mayor and Alderman

Jacques.

(a) Attention to details

Oniy four aldermen raised the matter of the size of the rate.
Alderman Percey showed the council it was smaller than it might have
been without revaluation; Alderman Jacques suggested in principle it
waé'bad to raise the rate; and Aldermen Vince and Lowrie (the Mayor)
diécussed it briefly in an exchange of clarification. The rate
determines most of the organisation's revenue and considerations of
its size can affect alloca;ions to the organisation'é departments and
projects, aﬁd to other organisations in the government. Reductions
in tﬁe rate would result in the pruning of estimates prepared by the
‘staff. Tt has heen shown that the estimates are calculated,to'have
the same amount of work déne as before. Reductions would therefore
jresﬁlt in cut backs to expenditu;es ;nd projects which have the force
of preéedent beﬁind them. On the other hand, additions to the rate
imply that new projects would be undertaken or more spent on current

or proposed undertakings.
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The more general and far-reaching consequences of debating
the rate and the overall revenue and expenditure. were not approached as
aldermen fastened to a total of eight items on the 310-item estimates.
Six of the items had been discussed in the financ_:e commit tee meeting
which accepted the staff récommendations. H. Nugh Heclo commenting on
t:hé tendency for aldermen to concentrate on a few selected items
says:

"... the excessive concern with detail ... may

be no more than a symptom of the deeper
difficulty; the trivial details may benot
something which are forced on councillors,
but something they seize upon almost with
desperation in what is otherwise an unmanige-
able situation.” '

While this is something of an overstatement of the position
in Glenorchy, it does provide one ground for comparison. Details are
forced on aldermen to the extent that they are presented with little
elsé to talk about. Needs can be judged with the aid of comparisons-
i:mt_ the estimates only provide comparisons with past expenditures, and
not. with alternative future projected revenues or expenditure‘s. The
decision which the community representatives are faced with after the
work done by .the staff lacks the opportunity for choice, and the
aldermen themselves do not publicly create a choice by of fering alter-
natives, It is comparatively easy then for changes or additions to
the estimates to be discussed simply because they are the oﬁvious' items

to ask about or comment on.

There are no drafts presented to committees other than the

finance committee and little room is left for the bargaining ohserved

10. 1. Hugh Heclo, ''"The Councillor's Job", Public Admint stration
(London), 47, 1969, p. 189. :
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J.K. Friend and W.N. Jessop in Coventry where unacceptably high
estimates of rate levies for local services resulted in bargaining

between key participants, committees and departments.11

- It has been shown that at least 87.5% of the revenue is tied
_to'existing commitments mainly salaries, maintenance, and contributions
to other government units. There is little scope for change and barg-
aining without disrupting a stable system in which finaﬁcial inputs
and outputs are well-balanced. The position in Gienorchy is summarised

well BybAaron Wildavsky who writes of another budgetary process

t:hat:l_2

"Budgeting is incremental, not comprehensive.
The beginning of wisdom about an agency budget
is that it is almost never actively reviewed
as a whole every vear in the sense of recon-
sidering the value of all existing programs as
compared to all possible alternatives. TInstead,
it is based on last year's budget with special
‘attention given to a narrow range of Increases
and decreases.' '

(b) The method of calculating the rate

The rate is calculated at the beginning of the design phase
and hefore projected expenditures are completed. FExpenditures are
thus closely linked to the revenue calculated to be available and to
previous levels. This method may be a sound way of minimising deficits
or of judging some limits to expenditure but it does reduce the pqssi-
bilities of change because of the connection hetween the rate fevenue
and last year's'expenditure. Purdie, writing of the Victorian expef-

{ence with this method, says, "... there is no doubt that in some

11. J.K. Friend and W.N. Jessop, Local Govermment and Strategic Choice,
London:. Tavistock, 1969, p.1l.

12. Aaron Wildavsky, The Politics of the Budgetary Process, Boston:
Little, Brown and Co., 1964, p.15.
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councils it haé‘caused the deferment of important works for indefinite

periods."13

After a rate has been set, all other calculations are made more
easily, because one of the great uncertainties (ra;e revenue) facing
the decision-maker has been countered or at the least reduéed. The
process of‘balancing_aﬁd optimiéing thé'resources.drawn fromAand expend-
ed in or on bhehalf of the community is made more simple because one
side of the ba1ance is known. Demands for expenditure can be met by
claims that since the amount demanded is not available less must be
taken, and small changes can be encouraged, Calculations of incremental
expenditures are again easier than "all the calculations that would be

involved in a comprehensive evaluation of all expenditure."la

»Discuésion of incremental expenditures reduces the oppértunities
for dispute and promotes the opportunities for-agreemené. The method
of calculating ;he rate can therefore be seen as a conflict-minimising
and eaéy me thod of securing agreement on expenditure. The methﬁd also
makes it less likely that a high order of ratjonality will be achieved
in the decision making process Because projects are not examined from

the roots up and the formation of alternatives not encouraged.

(c) Acceptance of recommendations

It has already been shown that aldermen either amesE*EIhays»
or nearly always accept the recommendations of staff on policy decisions.
There ié a climate of expectation eétablished_within the appreciative

systemé of the members of the organisation which prepares them to

13.  Purdie, Op.cit., p.29.
14,  wildavsky, Op.cit., p.136.
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accept further recommendations. The decision on the rate is seen as a
.policy decision by 40% of aldermen and as policy-administrative by

50% but their readinesses to accept recommendations do not seem to

have beeh.changed by these different perceptions of tﬁe tvpe of

decision.

The tendency to agreement is therefore probably stronger than
the tendency to work out and follow particular decision making roles

- on the basgis of decision types.

Oyerlapping appreciative systems explain this tendency to agree-
ment in an organisation; That is, members of the organisation share
théir readinesses to respopd to some decisional situétions. In the
case of stéff recoﬁmendations, it could be the source (the staff)
rather than the content of the recommendations which excites the over-

lapping appreciative systems.

Tom Burng and G.S. Stalker explain more explicitly, the tendency
to agreement in an organisation through a "set of considerations'
heid by individuals and estahlished by their interactions with Others.ls
Thevset is éalled into action when individuals face decisions and
because the 'decisions are made either in the presence of others or
with the knowledge that they will have to be implemented, or under-
stood, or approved by others" thé set has to be shared with or accept-

able to others.16

To what extent are there. overlapping appreéiative systems or
'a shared set of considerations in the Glenorchy City Council about the

‘rate? Tf there is one, might it contribute to ready acceptance of

15. Tom Rurns and G.S. Stalker, The Management of TInnovation,
London: Tavistock, 1961, p. 118.

16, .Ibid.
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staff recommendations?

Respondents were asked if they agreed that local government
finances were not good. Seventy-five percent of the aldermen and
senior staff agreed. They were then asked if increases in the rate

would he one way out of the problem.

As the accompanying table, Table 5.1 shows, there was marked

division of opinion between.aldermen and staff.

TABLE 5.1

Attitudes towards rate increases as partial.
'solution to financial difficulties..

vno Ou-fhink Strongly | Moderate-| Moderate-| Strongly
incZeases in agree | 1y agree | 1y dis- disagree
the rate agree ;
would be one | Alder- _ s | s -

way out of men '3 ' .

part of the . _
problem? Staff 2» 6 1

(a) Three aldermen did not answer the question because
they could see reasons for moderately agreeing and
disagreeing, and felt they could not be put in
either category.

‘More staff than aldermen thought rate increases would help.
However, one staff member who agreed, expressed a concern common to

' several aldermen and staff:

"Increases in the rate have their limitations.
You have to take into account the amount which

- people on lower income levels can pay. Those on
high levels do not pay enough and the more they

" pay the more rebate they get. The rate has to.
be worked out on the amount the man on the lower
‘income levels can pay and on what the council
considers a reasonahble work load for the year."
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Disagreeing aldermen saw difficulties within the community
too, which made rate increases unattractive as solutions to financial

probléms. One alderman said:

"We are almost at saturation point with rates.
You have to look at the bloke on the minimum
wage rate .. The people will not stand for
many more increases."
Another who agreed with increases saw the problem less delicately but

nonetheless‘in'similar térmé; he said:

"It is a way out but it wouldn't be acceptable.
We dare not raise the rate faster than we are
because of community objections. If it is
increased too fast, there is a reaction, for
example there were public meetings after rate
increases in 1964." ‘
The reference to a dispute nine years ago is 1nterest1ng. It is probable
that this alderman's appreciative system and the community's previous
reaction interlocked and this influences the speed with which he is
prepared to see rates increased. A strong awareness of the reaction
of the community was also shown by the other four staff who agreed
that increases in rates would help. The two staff who strongly agreed
were relatively newcomers to Glenorchy and council work. It seems

likely that they have not absorbed the unwritten code aimed at keeping

rates low.

The common elements which might make up‘overlapping appreciations
or a shared set of considerations are the concern for the impact of
increases on the community and the certainty about the anticipated

responses from the community.

Respondents were next asked how they felt about the decision

taken on the réﬁe.17 " Table 5.2 shows hoth aldermen and staff almost

17. - Though the rate had been reduced from 23.5¢ to 18.0¢ in the
dollar A.A.V., the effective amount demanded from almost all
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unanimously supported the decision. While the figures are an accurate
indication of the staffs' responées, they hide an ambiﬁalence in the

aldermen's,

TABLE . 5.2

Attitudes to the outcome of the decision
on the rate. '

Very | Moder- Somewhat (| Very
pleased| ately dis- dis-
pleased|{ appointed} appointed

Were you very
pleased, moderately
pleased, somewhat

disappointed or Alder- 1 7 9 _
very disappointed men

with the outcome :

of the decision Staff 2. 7 - -

on the rate?

One staff member who was very pleased, said the rate was a
reasonable one though a 1arger numberléf households than he'thought
would pay more. Another staff member said the rates had to rise, and
a third echoed the substance of overlapping appreciations cr é:set of

considerations about the rate when he said:

"There is an agreed expectation that the rate

will be kept low. It is a matter of policy

- not written though.'
He was "moderately pleased" about the decision. Reactions from the
_aldermen were different. One said he was "relieved to think the increase
was not greater. I-am never too happy ahout steep increases and 1 was

relieved when 1t went through so easy." Another alderman said almost

the same, and indicated his ambivalence bv saying, "I was pleased with

ratepayers in the municibality increased. Respondents saw the
“situation as an increase in the rate but one which was kept
low. See footnote 3 supra.
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the way in which the council adopted the decision but not pleased

about having to impose an increase.' A suggestion of inevitabil ity

is discernible in remarks made by two other aldermen. One said:

"I can't see how the rates could be effectively
changed without cutting revenue works, or
working on a large deficit." ‘

The other noted:

"I accepted it. It's not much use getting pleased
about it. It is like price rises - you take what
comes." ‘ ' :

Another set of shared considerations or overlapping appreciations
emerges: respondents éxpect the rate to increase and they are less
l.ike].y to challenge staff recommendations supporting increases. There
1s another set .which is less well-defined: that of the expectatioﬁ

that the rate will be kept low.

These four elements (a) thé_ impact on the community, (b) the
response of the community, (c) the expectation of inevitable rate
increases., and (d) the :belief that the rate will be kept as low as
pos;;ible, seem to be shared by aldermen and staff. Two elements, (c)
-and (d), in:the overlapping appreciative systems seem to be contra-
dictory. The belief‘that the rate will be kept low does not mean,
to listeners within the organisation, what it says. The expression
. of belief has two meanings in organisational usage. The first is ‘that
the rate of increase in the rate will be kept low, and 1s thus recon-
cilable with_ (c) above. The second is that the rafe will bevlow_ enough
t;o pérmit the Aorganisation to keep going and low enough not to upset
the-communit&-. The sé;:omi meaning is close to the iitet_'al meaning of

(d) above.

These shared appreciations of four elements help explain the
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aldermen's acceptance of the staff's and the finance committee's

recommendations.

The possibility of rejection of staff recommendations was
.removed ‘gradually as aldermen were informed of tﬁe likelihood of in--
‘creases, six to elight weeks héfore the rate was étruck, through the
organisation'é inforﬁal processes.18 The processes ére discussed in
the next chapter when the interéctions between the'participants are

examined.

(d) The activities of the influentials.

The Town Clerk and Mayor each took unusual steps in the final
phase of ‘the decision. The Mayor introduced the estimates and asked
for the acceptance from the chair and the Town Clerk spoke one sentence
to thg_council without being called on. le said he wquld not like to
see the estimates changed. The Mayor had introduced a few topics at
couﬁcil meetings before but it was still an unusual action as was the
Toﬁn Clerk's. Their support for thé finance committee's recommendations

can be seen as attempts to secure a result they both desired.

The public display of influence is far less significant than thé
influence which both men are reputed to possess and to have built up
in thei? time on the council. Information aCcrﬁes to their positions
" as théy'find tﬁeﬁselves in co;otdinating and co-operating foleé. These
roles are best e#emplified in ‘the finance comﬁittee meeting at which
_thelestimates were discuséed. ' The Mayor lead thé'discussion and occas-

ionally referred to the Town Clerk for information about strategy for

18. See Friend and Jessop, Op.cit., p.52 for a similar observation
at Coventry.
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the council meeting. Though he did not participate himself, his
initial observation on moves to change the rate was important knowledge

for the Mayor.

Alderman Jacques, the third reputed influéntial, moved the
accentance of the finance énmmittee‘s recommendation on fhe réte at the
council ﬁeéting of 26 June. His influence is less obvious publicly
though his ﬁosition'as Citvy Treasurer is important; Alderman Jacques
explained and supported'incréaSES in contributions to the M.W.B. and
praised thé staff for their work. It is difficult tb assess his
influence and those of the Mavor and the Town Clerk from observa;ionS‘
alone. Suffice to say thét they hold thrée of the top positions in the
organisation and are reputed to be influential in generai terms,

But were they 1nf1uentia1 in the unseen, informal processes of the

organisation? Marshall says, ... often the process of arriving at

nl9

a consensus of opinion is informal and defies close analysis. It

is to the examination of informal processes that the next chapter turns.

19, Marshall, Op.cit., p. 286.
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CHAPTER SIX

INFLUENCE AND DECISION -

M. Kent Jennings has observedﬁ1

"Gathering information, giving advice, taking
orders and issuing directives are typical
interpersonal contacts in decision-making.
The kind of person in key positions with whom
others may have these contacts is important
to communication and ultimately, to the
decisional outcome."

The decisional outcome can be influenced deliberately or un-
consciously through these interpersonal contacts as participants
pursue the directions of their interests. Though the aldermen in
Glenorchy formally strike the rate, we have seen how §taf£ make many
judgments of reality and value‘while the estiMates'are being prepared.
Most of these judgments are made during the staff's intelligence phase.
Their recommendations‘on the estimate and.the size of the rate
initiates an intelligence phase émoﬁg the alderﬁen who want to know
about the probable decision before it is taken. The& become involved
-in gathering information and making judgments by interacting with each
other and the staff. Jennings said elsewhere:2

"

... involvement blends into influence, that
is, achieving preferred outcomes or preventing
others from achieving theirs."

There are empirical difficulties in detecting influence. The

1. M. Kent Jennings, "Public administrators and community decision-
making, Administrative Science Quarterly, 8, 1963, pp. 24-25.

2. M. Kent Jennings, Community Influentials, Glencoe: Free Press
1964, p. 158.
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decisional approach is used in this chapter and is compared with the
observed behaviour of participants where possible. Firstly, the
pattern pf interpersonal contacts reflecting information processes
producing discussion about the rate is established; secondly prescrib-
gd influence in relation to the strikiﬁg of the rate is discﬁssed; and
finally the existence of any relafionship between influence and

decision-making ﬁualities is explored.

1. INTERPERSONAL CONTACTS

Aldermen and staff talk about the rate to members of their own
groups and to one another more than they talk to groups outside the
council or to individual ratepayers. Table 6.1 shows the general

pattern of discussion inside and outside the 6rganisation.

TABLE 6.1

Respondents' discussions about the rate
inside and outside the council.

Whom did Outside } o g¢ | Alder— | Rate- | . 00

you talk groups men payers

to about : '

this Aldermen 1 8 6 6 21

year's ‘

rate before| Staff 1 -8 5 -0 14
it was

struck? TOTAL 2 - 16 11 6 -

Of the six aldermen who spoke to individual ratepayers, four
were interested in their reactions to proposed rate increases.- One

aldermaﬁ saidf .
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"7 gaid there might bhe a steep increase in
the rate and that it could even be 18¢.
They didn't have any problems - they're
all getting rises in wages ... I was pre—
warning them. You ought to be honest with
them and not hide it."

The consideration-for the ratepayefs' view expressed in the
statemenf could lead to gome speculation about the role of the elected
representative on a particular decision issue. It seems that half ﬁhe
a]dermén_are concerned to explore ratepayers' attitudes in face-to-
féce discussion while the étaff cerfainly have ratepayers' responses
in mind. Not many ratepayers were spoken to, however, as most inter-
actions were limited to people met in the normal course of business or
.social activity. Fnough were spoken to, however, for the aldermen to

feel satisfied about the acceptance of the proposed rate by the community.

The oﬁe alderman who spoke to an outside group he belonged to
did so in an 1nforﬁa1 capacity with the intention of discovering its
feeling about a'raté increase. The reéponses of groups in the community
do not seem importaﬁt to most aldermen. Tt is the individual ratepayers

who matter.

Only one member of staff spoke to an outside group, Rotary,
which four of the aldermen and five of the most senior staff members
- belong to. The seﬁior staff man addressed a Rétary'mgeting on budget-
ing and the process of str?king the rate. Ve said,'"Pérc; (Alderman
.Jacques)'was.t;ying to soften up the businessmen."  Rotary was address-
ed at tﬁe 1nvitation;of an alderman whose motive wvwas aimost certainly

to have the club understand the council's financial position with the

~aid of a man who had no vested interest in his own position.

This a]dermaﬁ was also one of the three reputed most influential
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men on the council and the second-longest serving alderman. It seems
hié appreciative system suggested that acéeptan;e of the rate by the
-businessmen dominant in Rotary's membership would be crucial for its

acceptancé by the community.

One aldermen, one of three elected for the firsf time in March
1073, made contacts in all four categories. ﬁeﬂalso spoke to officials
in another municipality and to some candidates standing for seats in a
June election in tha; municipality. !le was the most active alderman.
F1§e others spoke to other aldermen, staff, and ratepayers; two spoke
to staff only and ﬁwo'made no contact with anyone about thg rate. A
new alderman who spoke only to the staff said éf the rate and estimates,
"I was trying to understand the thing." One member of staff spoke to
an outside group as well as to other staff and alderﬁen. Four staff
members spoke to both aldermen and other staff; and three spoke to
other staff only. One staff member did not recall speaking to anybody
but gave the Assistant Accountant a written submission for inclusion

in the estimates.

The area of alderman-staff and staff-staff interpersonal contact
demands further investigation. Who were those most frequently contacted
and why? Table 6.2 shows which aldermen were contacted most frequently.

TARLE 6.2

Frequency of contacts made by respondents with
aldermen about the rate.

Here is a o, o 3 -8 a | 'iﬁ
List of Sl |elgl<|egl3|=|F]3
aldermen. u g o 5 E :g g 3» <4 s o
fhich of el | e e n R lO O
these did
you speak Aldermen" 2 4 ] 4 1 3 0 0 0
to aboﬂt?- Staff 212 |2 |3 |3 2
the rate?

| TOTAL 4 6 3 7 6 |11 1 0 2




131.

Alderman Jacques, Dempsey, Lowrie and Shields were those most
frequently involved. One new alderman and one.who has served for
eigﬁt years ﬁere not in any discuésions about the rate.b There was no
»ofganised gathering of a group or‘groups of aidermen called to discuss
the rate. The locﬁs of most interactions among aldermen was the
council chambers itse}f where they went for either a committee or
council meeting and fell into informal conversétion on the rate after—v
wards. Two aldermen recalled talking after é council or committee meet—.
ing. Conversations on the topic weré ohserved and recorded at breaks
in the works committee meeting of 30 April and tﬁe health and recreation
committee of 1 May. The works committee interaction was between the
Town Clerk and.Alderman Fall who asked if the Town Clerk thought "we
do justice to the ratepayers.'" The Town Clerk réplied>that Glenorchy's
average income earner could pay a bit more and that saturation point
had nof been reached. He thought the new valuation from the Valuer-
General would sort out a lot of anomalies. The interaction was an
exchange between.the community's representative and the most influential
man Iin the organisation on the use of résources,from the commuﬁity.
The interaction at the health and recreation committee involved two
aldermen and two staff and revolved on the size of the rate, a topic
which was.not discussed during the formal process of consideriﬁg the

estimates.

_The Town Clerk said to the finance committee after the closure
of its meeting on_29 May that the estimates ''were under'way,.on‘the
basis of 18¢ in the dollar. That's quite substantial, I don't know

if we'll be able to get it any lower." The estimates were completed
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by 29 May and it seems that fhe Town Clerk was sounding out the alder—
men. He received no unfavourable responses, and he was articulating-
the ;unwritten policyf of keeping the rate low, as well as responding’
to the aldermen's overlapping appreciative systems their,set of

considerations' about the rate.

Since the aldermen did not recall the three incidents above,
it is likely that the resbonses fhey gave to tﬁis question are under—
estimates and that other forgotten discussions took place. Of those.
interactions recalled, the participation of Alderman Jacques is most
striking. More staff spoke to him than to any othéf alderman. Again,
the locus is importantf Alderman‘Jacques ling'close to the council
chambers, is partly-retired, and as City Treasurer spen&svmore time
than most other aldermen in the council offices. He is more likely to
meet staff than, for example, Aldérman Dempsey who is a full=time
employee at a company in the disfrict and makes hurried visits to the

council offices during the week on specific tasks.

Aldermen Dempsey and Shields emerge as two men in addition to
Aldermen Jacques and Lowrie (two reputed influentials) who are frequently

involved in interactions about the rate.

that about interattions which mainly involve the staff?

Table 6.3 shows the staff most frequently spoken to about the rate.

Two people stand out: the Assistant Accountant, Mr. Kevin
Cleaver, and the.Town Clerk, Mr. Jack DNean. Mr. Cle&Qer has been in
hisrﬁresent position for ten years and has prepared the ééttmates alone
. since 1967. He worked on the estimates with the Deputy-Toﬁn Clerk,

Mr. Patten, during 1964-66. Mr. Dean has been Town Clerk since 1964,
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TABLE 6.3

Frequency of contacts made by respondents
with staff about the rate.

= = =
: ) ) 9] | ow >
Here is a "v'g - B n u 5 ?3 et
, N © o 9 o |~ v |o |'® o
list of K z . 3 :5 f‘ ~ cRERK =
some council o o = |< || <« n? 5} -2
staff, Which .
of these did | pjdermenl 3 {5 0 7 |1
you speak to
about the Staff 2 4 2 3 6
| rate?
v : TOTAL 5 9 5 2 2 7 4 113 3

and was Council Clerk from 1952 when Glenorchy was only a fown. Most
staff and aidefmen who had served for some time could be expected to
_kﬁéw whom to approach for information or advicé on-budgetafy matters:
ﬁr. Cleaver.or Mr. Dean. Though Mr. Jim Andefson, the Accountént, does
not prepare the budget, he had the next highest number of interéctions
witﬁ aldermen and staff. The staff who had fewest.interactions were
the Chief Health Inspector, the Committee Clerk, and the Chief Clerk

(administration).

The contact between aldermen and staff show a high degree of
awareness of the operations and specialisations within the organisation.
The contacts helé the aldermen in their work in the community. Seven
of the aldermen said they sought informatiog from the staff and they
foﬁnd it helpful. The information obtained Qas used in conversations
with ratepayers or ﬁas seen as maling the staff'jUStify'their proposals.
One aldefman who spoke briefly to six members of staff‘said he wanted

a'justificétion of projected expenses after he received a copy of the
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estimates. The alderman's behaviour was that of the representative
'scrutinising the bureaucracy and may he regarded as action in the
best traditions of elected government. Another alderman worked ¢n

the same principle but with a different method. MHe said:

"1 found out from the staff what was the minimum
revenue required to cover fixed charges and what
was on the books. It is not for the staff to
say what the maximum rate should be though there
is a tendency to do this. The council 1lifts the
rate.”

This alderman's>interests were in marginal 6r incremental
adjustments to ;he estimates and the rate. He knew the hasis onvwhich
‘the rate is calculated and knew whom to speak to about estimates of
expenditure. He also appreciated the influence of the staff on the
size of-the rate and the legal power of the council actually to determine

it.

O;hef matters which also arose in the formal processes of the
finance committee and the council meetings were raised hy aldermen
‘seeking information. These aldermen were concerned about proposed
increases in contributions to the Metropolitan Water Roard and the State
Library Bo#rd. There was some dehate on these issues in the formal
processes but it seems that they were settled largely in the informal

processes.

| On.the othe;'hand, the staff having most interactions:with the
“aldermen were giving information. One member said he was "'feeling .
their pulses“, another that he had "yarns giving some background to
4£he aldermen." The latter scems like di;éct giving of information;
the former statement has more of a motive to it and was expressed

another way by thenstaff‘memher quoted previously, who said, "Kevin
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Cleaver works 1n witﬁ the Tovm Clerk who has the feeling of the alder-

men.,"

These interactions are characterised By (a) elements of co-

_ oper.atio_n; and_ (b) a desire to achieve some congruency.of outlook.
Co-operation by staff in giving information to the aldermen is essent-
ial 1if the latter are to maintain their links with 'the community and
their representativeness. Lack of co-operation would lead to a break-
down in roles and instability in the organisation and be tween the organi-

sation and the community.

»Nevertheless the seekiﬁg and giving of information can bev
selective and directed towards the goals set by the appreciative systems
of the aldermen and staff. Information-exchange seems to take place
within the environment of the set of considerations discussed in
Chapter fivé and the content of the exchange can be observed through
attempts by the aldermen and staff to aéhieve"a congruent outlook on

the rate and the estimates.

Congruency'of outlook is already part of the operating relation-
ship between aldermen and staff. In Chapter three, it wés shown that
t:hé relationship is harmonious and conflict rare_. It wvas also shown
that alderme_n nearly always accept the recommendations of staff on
bplicy decisioné, so the attempts to achieve congruency wia informal
p.roces's.e,s before the rate was to he struck officially are indicative
lof the int;efdz_a_pendence in the relationship and of the»preference for
. it to be ﬁlaintained. Two incidents involving intera;tions, after the
éirculatioﬁ of the estimates, between the Assistant AccoUnﬁant and two

new aidermen., iilustrate the point.

" The Assistant Accountant approached Alderman llay and Vince to
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"explain things' to them., Mr. Cleaver called at Alderman Hay's

betting premises and asked him to 'drop in to the council for a talk."
Hé saw Alderman Vince in the council chambers and said, "You'd better
come in and talk about the budget.'" It had been rumoured that both
aldermen wanted to change the recommended rate: Alderman Hay wanted

.to increase it and Alderman Vince wanted to reduce it. Both spent

more thaﬁ an hour with the Assistant Accountant and neither challenged
the recommended_rate oﬁ the floor of the council.” One ranked Mr.Cleaver
as the mosf influential man in the decision being reached on the rate.

lle said:

"Kevin Cleaver actually prepared it and had all
the information to back up his claim. He
influenced everybody else ... T was influenced
by the way Kevin Cleaver presented it. It was
clear and logical. He showed cutting down '
expenditure would have negligible effect."

The other alderman who had intended to move for a reduction in the rate

said:
"1t had to be up about 12%. I could not see that
we could save anything."
During two 1nterviewsfh1Aprii and May the Assistant Accountant
said:

(a) "If they (the aldermen) want to cut it they
have to show where it'll come from ... Now
the A.A.V. is high they have to cut about
$40,000 to make any difference to the rate ..."

(b) "When they come in here or at the committee
and ask why this has changed or this, I can
give them the reasons or assumptions behind
each figure."

The first statement indicates that the Assistant Accountant

thinks it is very difficult for substantial reductions to be made to

the estimates. This is the view that both new aldermen accepted
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after their discussion Qith him. Tﬁeir interactions with Mr. Cleaver
resulted in théir sharing his outlook on the rate and sdggests that
1nterdépendence might be explained in terms of overlapping appreciative
systems. The second statement shows the basis on which the congruency
is aéhieved: the Assistant Accountant uses the figures and his

superior knowledge of theﬁ and access to information about them to put
his 1nterpr¢tations almogt beyond challenge. He sees the figures as
facts and this makes the defence of challenges eésy. He said at an
interview, '"You can't dispute the facts. ‘This year they did not attempt
to." Geoffrey Vickers is particuiarly.critical of thé part that figures

play in the appreciative systems of decision makers:3

_ "Our respect for figures, and especially the
extent to which this is enjoyed even by estimates
containing the widest margins of error and based
on wholly incalculable assumptions, seems to me to
derive from something more subtle than their
manifest value and convenience ... They possess
in our current appreciative system a prestige and
mystique ..." '

The reliance of the Assistant Accountant on estimates based on
judgments of fact and value was shown in Chapter three.  These judg- .
ments gather validity as they are translated to figures which contribute

towards other judgments including the size of the rate.

The examination of informal processes in the organisation shows
the Town Clerk and the Assistant Accountant to be most fre@uehtly
involved in interactions with aldermen. Does this involvement become

influence?

3. Geoffrey Vickers, The Art of Judgment, London: .Chapman and Hall,
1965, pp. 205-206.
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2. PRESCRIBED INFLUENCE

In Chapter three, 1nf1uehce in general matters was attributéd
to the Town Clerk, the Mayér and Alderman Jacques in that order. There
was some change to the rankings‘of attributéd influence when the
respondents'ﬁéfe asked to say who would be influential on a specific
issue; the striking §f the rate. Respondents were asked first which
alderman they.would select as being more influential than the others

in a decision being reached on the rate.

Using the points system as in Table 3.8 Aldermen Lowrie and
Jacques received the game first raﬁking (21 points). However when
respondents were asked to name the second most influential man, the
results were Alderman Jacques 33 and Alderman Lowrie 27 points. Alder-
men Dempsey (9) and Shields (7) were third and fourth on the points
system. Three aldermen could not give a first, and five could not give
a sécond'ranking, but the staff did. The aldermen who gave one ranking
only, saw the striking of the rate as a routine decision which did not

involve the question of influence very much. One said:

"The aldermen having determined policy in the

past, the rate decision is an automatic one.

The whole thing is when you come to the meéeting:
to set the rate, there is not much to talk about."

"rhé past' is the unwritten policy that the raté be kept low;
the meeting whiéh sets:the rate is acknowledged as a formality. The
perceptioﬁ of the rate‘as a'routine decision affects this alderman's
involvement in the decision. There is no need for him to pérticipate
uﬁtil he is legaily required to do so. Then he decides on the basis
of a sinple major goal: a low rate, which he trusts the staff to

provide.
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Does this alderman and the other four wﬁo perceived the
decision on rate to be routine ackﬁowledge any influences Qorking on
;he.decision? One of the five said that "the finance committee
decides the rate". This suggests that the procedure through which the
estimateé move subjects them to scrutiny and at the same time legiti-
-mates the recommeﬁdationé embodied in the estimates or arising out of
the scrutiny. The organisation's procedures exclude this alderman
from direct involvement in the shaping of the decision and permit him

to entrust the decision to his aldermanic peers.

There is more diffusion of prescribed influence than of reputed
influence among ﬁhe aldermen, though the same influential aldermen are
involved,  Influence on the specific decision seems far less ciear
to them than general influence. Jean Blondel and R, Hall made a

similar observation in their study of Colchester and Maldon aldermen.é

What of the influence of the staff on the specific decision?
The influence of the Town Clerk on the rafe was comparatively less than
his attributed influence in generaliterms. Respondents were ésked
.whiéh member of staff was most influential in a decision being reached
on ﬁhe rate. The results of two rankings were the Town Clerk (43 points)
the Assistant Aécountant (30), the City Fngineer (6) ahd.the Aécount-
ant (2); Seven aldermen chose the Town Clerk first, and three the
Assisfant Accountant. Three also chose Mr. Cleaver second, but once
aﬁain four aldermen made no second preferenCe.A,Threé staff als§ did
not phdose a second iﬁfluential. Three of the four ‘aldermen had chosen

Mr, Dean as thé most influential and said they could not pick a secand.

4, Jean Blondelvand R. Hall, "Conflict, decision making and the
"perception of local councillors", Political Studies 15, 1967,
p.343. | :
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'One alderman said "There's nobody else near the Town Clerk". The
fourth alderman who did not pick a second influeﬁtial had chosen Mr,
Cleaver first and said, 'He gi;es me quicker answefs than anybody
else on rate matters". 6ne of the three staff who did not choose a
éecoﬁd sharéd_fhe aldermen's views and said nobody ap#rt from the Town
Clerk mattered. The two other staff were Mr, Dean and Mr. CleaQer.

Neither saw a second member as influential.

It is interestiﬁg that the staff and aldermen share almbstithe
same distribution of prescribed influence betweén Mr; Dean and Mr.
Cleaver on the specific issue of the rate. Six.staff selected Mr. Dean
(seven aldermén did) and three selected Mr. Cleaver (the same number
of aldermen did). A cross cﬁeck reveals that the three aldermen who
chose Mr; Cleaver first interacted only with Mr. Cleaver. Five of the
remaining aldermen had interactions with other étaff:, three -had seen
both Mr., Dean and>Mr. Cleaver as well as othefé; another saw Mr. Dean
.and Mr. Morrison; and the fifth Mr. Cleaver and Mr. Anderson. Of the
three staff Qho ranked Mr. Cleaver first, one had interacted only with
Mr. Cleaver. Of the other two one héd talked to Mr. Dean and other
staff,vand one spoke to other members of staff but not Mr. Dean. Of
the six sféff who ranked Mr. ﬁean first, three had interacted with both
Mr. Dean‘and‘Mr; Cleaver, and two of three spoke‘tp more staff members

as well.

'Six respondents who interacted with Mr. Dean and Mf. Cleaver
were abie to make an assessment of the relative influence of the two men
baSedvéh:their own experiénce; If the influencefrankings of these two
key particiﬁaﬁtskare excluded, eleven of the reépondents had different

interactioﬁsvof which some lead to assessments of prescribed influentials.
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Some, however, lead to assessments of actors with whom the reépondent

* had no interaction. The rankings made by these respbndents weré made
-from pre?ious experiences with other decisions or on the basis of the
key participants' reputations. The validity of the>results obtained
here mﬁst be_queétioned - it ié_discqssed in the analysis at the end of:

the chapter.

After the rankings of the influence of aldermen and staff on
the decision to strike'thé rate had been obtained separately, respon-
dents were shown a combined list of aldermen and staff. They>were asked
to choose the name of the person more influential than the others in
a decision being reached on the rate. Table 6.4 shows the results
of rankings one, two and three converted to points awarded in the

order of three, two and one respectively.

TABLE 6.4

Prescribed influence: Glenorchy's most
influential men on the striking of the
rate,

NHere is a combined
list of aldermen e
and staff. Which 3
name would you a
| select as being
more influential
than others in a Staff 24
decision being .
recached on the TOTAI - 46
rate? o a

Claze—
brook

o | Lowrie
~ Jacques

bd

Aldermen} 22

w o | Cleaver

—a
w

8N
D
[y
()

16 3

Once more, the Town Clerl, Mr. NDean, emerges éleariy as the
most influential man. The gap between Mr. Dean and the Maypr,'Alder—

man Lowrie, is greater than that between Mr. Dean énd_Mr. Cleaver
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vhen respondents were asked to rank influentials from a list of staff
only, 'hile Mr. Dean and Alderman Lowrie are the first two most

influential men, Alderman Jacques and Mr. Cleaver are close for third.

_'Though support for'each>is abbut the same from the aldermen,

» moré'staff think Alderman Jacques is more influential than Mr. Cleaver.
The pattern here is different frém that.for the first ﬁwo men .where
mére staff supported the Town Clerk than did aldermen for the first most
ihfluential man,.and mére aldermen supported the Mayor than did staff

' fof the second most influential man.

: Tﬁe mOSt'unusﬁal feature of tﬁe rankings of 1nf1ueﬁce on the
combined list is the decline in importance of both Alderman Jacques and
Mr. Cleaver. Alderman‘Jacques was ranked more influential than Alderman
Lowrie by respondents when they selected influentials from a list of
aldermen. Mr. Cleaver was very close to Mr. Deaﬁ when fespondents were
shown a iist of staff to.choose influentials from. Né explanation can
be attempted here, because therg is a lack of evidence. However, it
can be hypothesised that respondents made judgments tending to favour
formal position over actual influence. For exaﬁple, one alderman dis-
cussed the ﬁoéition of the officers using their positional titlés
ghough respondents were shoﬁn a list of names and asked to select from
ig;""The inclination'to use titles and not names was noticeable
through the interviews. 'Eight of the 19 respondénts.said "Town Clerk"
wheﬁ.tﬁeybweré raﬁking influentiai mgmbers of staff_only_on the specific

‘issue of striking the rate.

. In summary, the Town Clerk, the MMavor and Alderman Jacques are
regarded by aldermen and senior staff as the three most influential

men in the Glenorchy City Council in general terms and on the specific
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“igsue of striking of the rate. Two other aldermen, Dempsey and

- Shields, émérgé as having some influence on the particular'decision
and two senior staff.meﬁbers, Mr. Cieéver and Mr. Glazebrook, are

~ perceived as influential too. Mr. Glazebrook's influence is minor
'compafed with that of Mr. Cleéaver who is involved with tﬁe preparation
of the estimates and féte through_a}l phases of the decision making

process éxcept that in the council meeting.

There is a discrgpancy between the researcher's ohserved in-
fluence of the Town Clerk, Mr. Dean, and that perceived by the aldefmen
and staff. The latter'groué_felf he was fhe most influential person
in the decision to strike the rate at a particular level. It appeared
tb the rese&rchex that Mr. Dean was not very much involved in the formal
and informal processes or the phases of the decision. It may be thaﬁ
the}recollectioné of the respondents’ﬁerg not sufficiently strong to
‘recall the role the Town Clerk actually played, or that the researcher's
observations were incomplete. It is also possible.that the Town Clerk
looms so large in the appreciative systems of respondents that his
influence is accepted even though he may not be frequently involved in

the phases of a decision.

- 3. .TﬂE QUALITIFS OF DECISION-MAKERS
AND INFLUENCE

Whgt sort of decision-makers are the three attributed and pre-
.scribed ﬁosﬁ influential decision»makers? Can it be deduced thét
b'théir,quaiities as decision-makers are central to their influence?
_If,ﬁot, can it be assumed that there are other pérson&l factors.unde—

tected by this study which are the vehicles of influence?
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Respondents were asked to select the most preferred qualities
in a decision maker from a list taken from the empirical wofk of
G.A.‘Forehand and H. Guetzkdw.5 Then they were asked to say wﬁich»
qua}ities they saw in the men they Had ranked as influential in Glen-
orchy. Table 6.5 shoﬁs.that (e) the capahility to make én 1nfe11ect—
ual and sysﬁematic analysis‘of decision-situations 1is regarded by

respondents as the most important quality.

TABLE 6.5

Important qualities for decision
makers to possess.

Which of the | [ a b c d ) e £
following

qualities or
combination Alder- 13 8 5 1.5 |10 3
of qualities men
do you think |g..ff 10 0 15 6 18 0
it is most

important for

a decision- - 6| TOTAL 23 8 20 11 28 3
maker to have? .

The next most important is (a) self-confidence and the third
"ﬁost important is (c) discernment ~ the consideration of subtle aspects

of the situation.

‘5. Garlie A. Forehand and Harold Guetzkow, ".Judgment and decision-
- making activities of government executives as described by superiors
and co-workers'", Management Science, 8, 1962, pp. 359-370.

6. The list is:
 (a) self-confidence;
(b) cautiousness -attention to broad implications of decisions,
(c) discernment - consideration of subtle aspects of situation;
(d) prudence;
“(e) analytic decision-making capability - intellectual and systematic
analysis of decisions to be made;
. (f) bureaucratic decision-making capability - following rules and
previous policy guidelines and developing group agreement.



TABLE 6.

6

Decision making qualities perceived in Glenorchy's

attributed and prescribed influentials.

[T

T a0

for a

(28)
23)
(20)

(11)
®
(3)

Most important qualities

decision maker:

analytic
self-confidence
discernment
prudence

cautiousness

bureaucratic

Nualities possessed by:
DEAN TOWRIE JACQUES
A'men| Staff | Total] A'men | Staff] Total] A'men| Staff| Total
10 4 14 2 5 7 1 3 7 | 10
7 8 15 12 S 12 24 6 15 21
4 2 6 5 4 9 3 2 5
5 0 5 5 0 5 0 0 0
10 | 10 20 5 5 10 3 2 10
7 11 18 3 4 7 3 3 6

'uaﬁ TeFIuanTIuy
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Fristly, none of the three has any of the qualities in the
order and the magnitude ranked by the respondents as most important.
Secondly, theré ére some possessed qualities which approximate the
ranked Qualities in magnitude. Thirdly, there are some possessed
quélities which 61verge'reﬁarkab1y from the ranked qualities. The .
first point.ia obvious by inspection. The approximating qqalities are
(a) and (b), self—confidepce and cautiousness-attention to the broad
implications of deqisioﬁsvwhich Aldermen Lowrie and Jécques are seen to.
possess; Mr. Dean also is seen to possess self-confidence. Both
aldermen have’ﬁore self-confidence than other qualities. Cautiousness
is seen as the next quality they havé; Mr. Dean 1s seen by most
respondents to be cautious. His caution is not always seen as a-virtue.
Cautiousness isvthe quality of Mr. Dean's which with his bureaucratic
decision making capability and analytic decision making capability

distinguishes him from the aldermen as a decision maker.

Both tﬁe aldermen are not seen as bureaucratic decision makers;
neither is a member of the bureaucracy in the same way as Mr. Dean is.
Some respondents took bureaucracy here in its perjorative sense and
regarded it as an undesirable quality. One alderman said, "He (Mr.
Dean) 1is especially bureaucratic; he gets hot ﬁnder the collar".
Ironically, the two qualities seen as dominant in Mr. Dean, are ranked
lowest by the respondents, and another he has is ranked the highest.
Yet Mr. DeapAis the most influéntial man in the council. Of ‘the other
two most influential, Alderman Lowrie has discernment and an analytic
capability, after his cautiousness and Alderman Jacques has an énalytic

dgcision making capability on equal terms with his cautiousness.

These results do not establish any relationship between reputéd
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and prescribed influence and decision making qualities. The question

of what makes Mr. Dean and Alderﬁen Lowrie and Jacques the most
influential men, therefore, remains Gngnswered by the data collected
through the research design.v The dominant decision making qualities
‘they possess (self-confidence and analytic decision-making capabilities)
could make the men influential in an environment in which these qualities
were not possessed by other participants in‘decision making processes.
Since the decision making qualities of the other respondents were noﬁ
sought, comparisons with the qualities of the three most influential

‘men cannot be made and nor can deductions about the reasons for their

influence.

Other data presented earlier such as positions in the organi-
sation and length of service do suggest influence accruing to the three
men chosen by respondents but that data does not provide a full explan-

ation of influence.

4, ANALYSIS

Several observatioﬁs and findings can be analysed further.
.These are:
(a) the aftributed and prescribed influence of the Town Clerk_nmking
his position akin to that of the "great man'" described in some
‘ leadership literature;7 |
tbi the éwarehess of possible reactions to the.ratevfrom tﬁe comhunit&
. despite its absenqe from the process;

(c) the unwritten "low rate policy" and its consequences for

7. See for example Fdgar F. Borgatta, Robert F. Bales, and Arthur S.
Couch, "Some findings relevant to the great man theory of leader-—
ship", American Sociological Review, 1954, 19, pp. 755-759.
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encouraging incremental budgeting.
(d) the Assistant Accountént's discussion about the rate and the’

estimates with two of the council's three new aldermen.

~(a) The Town Clerk's influence

The Town Clerk was described by several respondents as having
"a phenomenal memory"', "aﬁ excellent memory", or as being "an authority
on local government, very accomplished; other municipalities' offtcers
ring him up. I know two leading polificians who think very highly of
him too'. Praise for his talents came from aldermen and staff. His
personal attributes, work-style, length of service and experience, and
his position in the orgaﬁisation cqntribute greatly to ﬁis reputed
»and acfual influence. FEven if the Town Clerk does noﬁ choose to
exercise his influence, it is very likely that the aldermen and staff
would direét their appreciative systems at anticipating the Town Clerk's
position on an issue. This happened to some extent when the rate was
struck in 1973. The Town Clerk was away from Glenorchy working as a
member of tﬁe Tasmanian Munie¢ipal Commission for several days in May

and again in June when the estimates were being prepared and distributed.

‘He was therefore less likely to interact with and influence
staff and aldermen. The Assistant Accountant.said at an interview
_ in June that he had found it hard to get to talk with the Town Clerk
about the réte this year. The City Engineer, the Deputy Town Clerk
and the Assistant Accountant had all more discussions about the rate
or mitters affectinz it than the Town Clerk had. It seems that his
influence in 1973 was drawn from the'reservoir of influence over

others' appreciative systems built up in the past.
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The reactions of the community

The failure for community groups and individual ratepayers to

take initiatives such as holding discussions with their elected re-

presentatives about the time of the striking of the rate is interest-

a high level of contentment in the community with the operation

a high level of trust in the attitudes and congruence with the
appreciative systems of the aldermen and staff;
a low level of consciousness within the community about the

activities and demands which might provide more or better

a recognition by the communitv that local government finances
are meagre and that political activity might be moré sucéessful
through other levels of government;8 and

a lack of édequate communication, promoting feedback or feed—in,
between the community and the council. The council does not
have a public relations officer and its ratepayers are informed
after the rate is struck how their money will be spent. There
1s no local newspaper, though lobart's daily, The Mercury, does
include council stories in its weekly insert "Northside News'.
Cduncii'staff and aldermen think this is inadequate. They

complain that The Mercury does not print much about Glenorchy

ing. It suggests there may be:
(1)
of the council;
“(2)
(3)
services from the council;
(4)
(5)
and favours the Hobart City Council.
8.

"Ruth Atkins makes a similar point. See her '"Local Government',

in R.N. Spann, Public Administration in Australia, Sydney:
Government Printer, 2nd ed. (revised), 1960, pp. 189-190;
3rd ed., 1973, p. 246.
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The activities of the aldermen in the absence of other
effective media are directed towards testing the likely reactioné to
rate increases. One alderman said he was concérned about finding out
needs, but most wanted to know the impact increases would have. Only
a small section of the community is sampled through the aldermen's

efforts but it seems sufficient for their purpeses.

The community was present in the minds of staff in the intelli-
gence phase of the process and in effect has a permanent presence through

the low rate policy.

(c) The low rate policy and incremental budgeting

The low rate policy was discussed at the end of Chapter five
when it was observed in the formal stages of the procesé of striking
the rate. It has also emerged during the informal stages. The un-
written policy encourages incremental budgeting as has been shown, and
it also makes it easier for the aldermen to decide about the size of
the rate because there are fewer factors for them to concentrate on.
“The tendency to examiﬁe increases over last year's estimates illustrates
the point.g, The aldermen's decision is marked by a process of simpli-
fication in their intelligence and decision phases. Their intelligence
phéses are far less complex and absorb far less informatijon than the
intelligence phase of the Assistant Accountant. Anthony Downs says
that the deciéion makcrs:10

"... must make the requisite judgments on

the basis of relative ignorance. o

9. Anthony Downs, Inside Bureaucracy, Boston: little, Brown and Co.,
1967, sees this as the way legislators nse their "limited
capacities". (p.251).

10, Ibid., p. 248.
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possible organizational arrangement can

alter this fact. The entire budgeting >

process 18 gtructured to reduce the impact

of such ignorance upon them by focusing

their limited capacities so as to have

maximum effects."

The ignorance of aldermen about the needs of the organisétion

is alleviated by the expianatory notes which accompany the estimates
and by their discussions with staff; their ignorance about the respons-
es of the cormmunity is reduced through the reaction—-sensing conversation

‘they hold with a small number of its members. The officials remain

the reservoirs of knowledge and influence about the rate.

(d) The Assistant Accountant and the new aldermen

The Assistant Accountant's influence in the rate decision is
certainly greater than that accorded him by the respondents. It has
been shown that he makes choices in his intelligence phase which
influence the size of the rate and estimated expenditure.. The most
outstanding example of his influence was his discussions, held on his
initiative, with two of three new aldermen in which he explained the
reasons hehind the figures in the estimates. The new aldermen had
their own ideas on the size of the rate which were, it was rumoured,
not in keeping with the low rate poliqy. If they were to oppose the
estimatesvonvthe floor of the council;~the success of the informal
stage of the process would be upset and the aldermen perhaps be ésked
to make a decision in relative ignorance, witﬁout having secured the
support of the staff. Their intended opposition would disturb the
stability of a harmonious interdependent relationship which was expect-
ed to produce estimates and a rate acceptable to the community and

the organisation's needs. .
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The Assistént Accountant's influence was directed at educat-
ing the new aldermen about the rate and estimates and winning their
supbort for the customary way of doing things. He played the part of
a consensus ﬁaker to achieve the same consensus as existed with lastA

1 It is likely that the Assistant Accountanf apprec-

year's budget.
iated the problems caused by changes in council. He spoke of one
alderman, who in a previous year initiated a rate lower than that
proposed, as a "bloody meddler". Therefore it was important to educate
the new aldermen. The result was to develop what Aaron Wildavsky calls
an "environment of reciprocal expectations' in which "the actions of

each participant generate the reactions that fulfil the original

expectations.12

Mr. Cleaver's influence and role depends on the co-operation
of the other participants. Without it the mutual expectations will be

upset and a stable system disturbed.

5. SUMMARY

It has been shown that aldermen nearly always accept the
recommendations of staff on policy decisions. The decision on the
rate, despite its potential for provoking the community, seems to have
been no exception to the rule. Only three aldermen ﬁsed informal
chanﬁels to find out more about the réte and the estimates affectinp
it. 0f the three, only ore spoke to more than one officer. The

members of staff have been shown as influential by observation and

11.  Ibid., p. 249.

12.  Aaron Wildavsky, The Politics of the Bulgetary Process,
Poston: little, Drown and Co., 1964, p. 23,



153.

through the appreciative systems of their peers and the aldermen.

What are the consequences of the gtrong staff influence for
traditional notions of local democracy and the answerability of
elected representatives in small units of government? The concluding
chapter canvasses this question by drawing oﬁ the findings of this

study.
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CHAPTER  SEVEN

CONCLUSION

The investigation of the major an& minor propositions stated
in Chapter one has provided evidence which supports some and not others.
It has also detected other interesting events which occurred in one
or more of the phases of the decision making process. This chapter
examines the evidence gathered for and against the propositions,
discusses the significance of the data for the advisory role of public
servants and the answerability of elected representatives, and suggests
some steps to ifnprove their decision making and their knowledge about

the community.

1. THE PROPOSITIONS

(a) Higtorical factors and rational decision making.

Some evidence was found to support major proposition (a)

[That historical factors such as previous events and the experiences

of the aldermen and staff affect their capacity for rational decision
making.] One alderman referred to a public meeting in 1964 which
affected his view of the size of the rate; another referred to the low
rate policy as unwritten but important in determining the size of tﬁe
rate. Neither attitude encourages decision making from the roots up.
The process therefore does not approximate the ideals of the rational-

1sts discussed in Chapter two.

While there was some direct evidence for the proposition there

was abundant indirect evidence. For example, the use of the previous
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year's figures as the starting point for the development of the
estimates 18 merely the repetition of a previous satisfactory exper-
ience for the staff and later, when the estimates are preeented,

for aldermen. Anotﬁer example is the ready acceptance of staff
recommendations, and another the absence of alternatives eitﬁer in

the estimates or in the size of the rate. There was little deliber-
ation on the proposed rate or estimates, and no thorough investigation

of existing projects in any of the phases of the process.

In the absence of techniques or aids to rational decision
making, it seems that past experience is an 1mportaﬁt impetus to
decision making. Past experience in Glenorchy appears to be the single
most important guide to striking the rate there, and as such does

affect the capacity of participants for rational decision making.

(a 1) The rate and incremental budgeting

The first minor proposition [That because the size of the
annual rate is largely determined by the size of the rate in previous
years, incremental budgeting is encouraged.] was established early in
the process as the Assistant Accountant limited expenditures in the
intelligence phase and established a rate at the beginning of the
design phase. Total proposed expenditure in the coming financial
‘ yéar-is tied to estimated expenditure in the current year with'an
al}owance for partdcular variables such as wages and the costs of
materials. ﬁxpenditure is tied to revenue through the early setting
of a rate based oﬁ estimated assessed annual value. . Both steps in-
volve easy calculations and permif the gaze of the decision makers to
be focussed on changed items and direct it away from comhitments to

total projects.



156.

Incremental budgeting lets in new items or increases in old
ones beyond the calculated margin for increases without there being

a review of existing commitments and a search for alternatives.

(a 11) Types of decisions

Iﬁ Chapter three the results of respondents' categorisations
of 16 decisions into policy, administrative, and policy/adminisftaﬁive
types showed that there is not complete agreement among the alaermen,
among the s;aff, or between each gfbup on the type for each decision.
The striking of the rate was clasgified by the researcher as a type
three, 6r polar, decision in which two groups had divergent views on
the decision. Striking the rate was seen as policy by a mixture of
aldermen and staff (four and five respectively) and policy/administrat—
ive by another mixture of aldermen and staff (four and three respect-—

ively).

The second minor proposition that aldermen and senior staff
have different perceptions of the striking of the rate as a decision,
some seeing it as a policy decision, others as administrative or as

policy/administrative is established by the data.

(a 1ii) Decision and involvement

Several respondents frombthe aldermen and the staff, said that
policy was madevby the council. Two of the staff who were influential
in the intelligence and design phases took this view which suggests.
tﬁa: policy is made in a place rather than by people since the staf £
wvho were deeply involved in the decision seemed to deny they were mak—

ing policy.

On the other hand, aldermen who saw the decision on the rate as
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policy did not become involved in the process until they were asked

to work on it in council. For about half the aldermen, therefore,
éhis‘vote demanded their passive participation, that is the acceptance
of fecommendations for which information was gathered and made signi-

ficant by staff, and ratified by a small group of aldermen.

The ﬁype of decision (policy, administrative, or policy/admini—
strative) does not seem to prescribe limits to involvement of the most
influential staff:; it does limit the involvement of some aldermen.
However, it would be inadequate to conclude that only different percep~ -
fions of the type of decision affects involvement in it, The organi-
sation's methods in the intelligence phase exclude aldermen from face-
to-face contact with the Assistant Accountant and the committee system -

has the same result in the stage just before the rate is struck.

The type of decision is therefore no guide to the decision

making activity of some of the aldermen and staff.

(b) TItifluence in the organisation

The second major proposition [That some of those involved in
the organisation's decision making process are more influential than
others.] is established by the data, mostly that presented in Chapter

three.

The influence of the Town Clerk is clear in general terms. He
occupies a position from which he can co-ordinate and control informa-
“tion before it 1s passed into the committee system; ‘he has served on
the council since 1934 and holds tertiary qualificationsAin law as
welleas qualifications in accountancy and secretarial practice. His

experience and qualifications are part of the aldermen's and other



158.

staff members' appreciative systems and obviously valuable for the

operation of the organisation.

The Town Clerk shéres his influence with the Mayor and the
City Treasufer, Alderman Jacques. The latter has served on the council
for over 19 &ears and ﬁény of its experiences are shared by him.'The
former was elected ten years ago and has been Mayor for the last eight
years. Respondents felt his influence was potential influence,

exercised occasionally.

The influence of the Assistant Accountant was shown in the
intelligence, design and decision phases of‘the process, but he was not
ranked among the first three influentials on the sgpecific decision.

New aldermen saw him as very influential as did the researcher but his
being ranked fourth overall by respondents is somewhat puzzling. Two
possibilities stand out demanding further study. The first is that
members of a group have different perceptions of whom should be regarded
ds'a decision maker. If this is the.case, it might help explain why
many respondents excluded the Aséistant Accountant from their list of

influentials.

The second possibility is that in some organisations in which
the same men have served for a long time, influence will be attributed
to those long-serving men who probaﬁly hold formal positions of author-
'ity. If this is the case, then the use of repdtational and decisional
technidues to determine organisation influence would heed to be more
circumspect, or researchers bolder iﬁ preferring their appreciations

of influence to those of their respondents.

(b 1) Procedures and interdependence

Proposition (b i) states that the organisation's formal
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procedures for decision making promote interdependence and influence
between aldermen and senior staff. Material presented in Chapter

three supports the proposition. Commit tee meetings bring the alder-
men and senior staff into contact so they can take decisions. 1In
almost @11 cases the staff's recommendations are accepted-By the alder-
men. Withoﬁt the aldermen to sanction their proposals, the staff |
would be neglecting in some ill—defingd sense the opinions of the re-
presentatives of the coﬁmunity. Without the staff to investigate pro-
posals and process data into significant recommendations, the elected

representative's task would be burdensome and inefficiently e*ecuted.

The committees are part of the organisation's formal decision
making procedure, However it has been ghown that the meetings are
conducted in an informal, harmonious and stable atmosphere which
encourages co-operative activity and interdependence;' The .success of
these informal meetings 1is essential to the success of ;hé formal

procedures.

(b 11) Interaction and influence

Since some of the aldermen had no interactions, on the striking
of the rate, with the men they nominated as influentials, it cannot
be maintained fhat influence and 1nteractions are always related.
Respondents seemed to feel that certain men had influence on the
decision, 'Perhaps this 1s a function of the éppreciaéive systems through
which they recalled other decisions in the making ‘of which the Town

Clerk and the Mayor were influentlal,

The opportunities for more interactions between the staff and

the aldermen, and therefore the chances of other views on influentials
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were restricted by the method the organisation used to gather inform—
ation about the rate and the estimates. A The aldermen's intelligence
phase corresponds:to the period between the design and decision phases
for\the estimates and rate. The éntry of thé aldermen to ghe decision
.making brdcess'thué ié too late to overcome the momentum of the orgaﬁi—
sation which is prepared to accept the decision by a certain date to

facilitate its execution.

The data shows that influenée exists in some of the interactions
which take place;- 1t_does not show how influence can be exﬁlained
without interactions taking place around a specific decision. It can
only be hypothesised that the respondents'_appreciative systems have
something to do with perceptions of influence. This minor proposition
that influence is related to interactions between the aldermen and

staff is not established, but perhaps deserves further study.

(b i11) Influence and experience

The next proposition [That the influence of some senior staff
members on the rate decision is greater than that of the aldermen
becéuse of their professional skill and experience.] is only partly
established by the data. It has been shown that the influence of the
Town Clerk is clear in general terms, and that he shares reputed

influence with the Mayor and Alderman Jacques, the City Treasurer.

The Town Clerk is thought to be influential in the specific
decision in which the rate is struck. The Assigtant Accountant 1is
seen as influential also. They shére this prescribed influence with

the Mayor and the City Treasurer.

The order in which respondents ranked these four influentials

(thé Town Clerk, the Mayor, the City Treasurer and the Assistant
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Accountant) on the specific issue of the rate does not give the two

staff members clear superiority over the two aldermen though it does

over all other aldermen. Alderman Jacques has acquired a very good
working knowledge of the council and the annual es;imates in his 19
yeafs' service, marginally more service than that of the Assistént
Accountant (17 years). Experience, therefore, is not just. the preserve.
of staff who for the most part usually ﬁrovide continuity in organi-

sations where the elected component changes.

The observations of the researcher and the answers to questioné
on influence of some of the respondents tend towards acceptance of
fhe proposition. However, replies from other respondents show their
v.experiences and appreciative systems hold the Mayor and Alderman Jacques
to be more inflﬁential in the decision than the Assistant Accountant.

This proposition is therefore only partly established.

- (b iv) Influence and decision making qualities

Data presented in Chapter six showed that the fourth minor
proposition related to proposition (b) tThat the qualities the_éouncil’s
influentials possess as decision makers.are iﬁportant sources Qf their
infiuence] was untenable at least as a result of this study. In the
case of the Town Clerk, respondents attributed some qualities to him
which they did not rank as the most important one or two for aldecision
maker to have.v The same occurred to.a lesser gx;ent with the qualities
of fhe Mayor and.Aldgrmaﬁ Jacques. The three influenfials share
deciSioh making qualities which are highly ranked by the respondents |
but it is not possible to deduce that their influence is due t§ these
qualities. The research design was inadequate for the'testing of this

proposition; the questionnaire moved directly from questions of
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influence to decision making qualities. Questions on the respondents'
views on influence and decision making qualities should have been

interposed between the two or added_after the questions on qualities.

(b v) Community influence and aldermen

No direct evidencé was found to support the final proposition
[That members of the community attempt tb influence the size of the |
rate, before it is struck, through their elected representatives.]
No groups of individuals were reported by the aldermen to havé Eontact—

ed them before the rate was struck, and only one contacted a group.1

However, the responses of both the aldermen and staff showed an
awareness of what they saw as the 1iké1y responses from the communiﬁy
system. This appreciation #nfluenced their judgments about the limits
to the size of.thefrate. The form of community influence experienced -
is of doubtful reality and is certainly indirect because no member
of the community acted as an agent on the occasion of the decision to
strike the 1973/74 rate. The final pr0positioﬁ, therefore, was not |

found to be supported by the data.

2. THF. DATA AND THE METHODOLOGY

No attempt has been made to comment on the existence of power-
ful elités or pluralist groups in the.City of Glenorchy. The ﬁethodo-
logy was &ifected'only at thebcouﬁcil and not the comﬂunity. it is

likely that some ofvthe council's influentials wouid be community
infiﬁentials>too;'hThe membership of some aldermen and five of the

senior staff in Rotary puts them in' touch with businessmen commonly

1.- This was Alderman Jacques who had a senior officer address -
a Rotary.meeting on budgeting and the rate,
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regarded as influential. However, influence in the community is the

topic for another study.

The methodology énd data dq reveal an organisation in which
influence invgeneral terms and on a specific issue is largely concen-
trated in the hands of the éeﬁior staff. The elected_tomponént-of the,
organisation is less involved in most phases of the decision making
process on the specific issue and only exercises influence congruent
with that of the staff in the last phase of the process. These findings
have some interesting consequences for the understanding of such tradi-
tional notiﬁns of public administration and politics as the advisory
role of public servants and the responsibility and answerability of
elected representatives.

3. THFE. ADVISORY ROLF OF PUBLIC SFRVANTS AND
ROLF. OF ALDERMFN

The advisory role of the public servant has, in the literature,
been made expiicit by the prescription that public servants recommend
and elected representatives decide policy.2 Thelir rolé has been
assisted by the dichotomy between policy and administration whith is
designed to clarify further the decision making roles of representatives
and officials. While the dichotomy has been dismissed in other litera-
ture,3 it was found to be accepted wisdom in Glenorchy. The Town Clerk

‘has édvised_elected representatives from o;her municipalities to follow

2. See for example F. Morstein Marx, The Administrative State,
Chicago: University of Chicago Press, 1957, p. 185.

3. See for example C.J. Friedrich, '"Public policy and the nature of
administrative responsibility", in C.J.Friedrich and E. Mason .(eds.),
Publiec Policy Year Book of the Harvard School of Government,

Harvard: 1940, pp. 4-5; R.J.S. Raker, Administrative Theory and
Public Admzntstratﬁon London: Hutchinson, 1972, p. 14; and R.G.S.
Brown, The Admzntstratzue Process in Britain, London: Methuen & Co.,
1970, p. 33.
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the dichotomy as a rule for decision making,4 and several aldermen

and staff said "the council made policy".

The council does make policy but only as the ratification of a
process which is influenced by the staff and the intéraction of their
appreciative systems with those of the aldermen through the organi-

sation's formal and informal operations.

Since influence in the organisation_rests largely with the
staff, it would.seem that the position of the elected representative
is diminished and his opportunities for participation minimal and limit-
" red to constituency work. llow, then, does the present sYstem of
representation of communityvmembefs in an organisation strongly influenc-
ed by officials give effect to the values of representative and popular

democracy?

The committee system and the authority of the council are the
major formal channels for representatives to represent the community
and to make officials answerable to them. However, the control which
the Town Clerk and other officers have over information and the late
phage at which elected representatives entered the decision making
process of s;rikinﬂ the rate suggests that representation would be diffi-
cult and effective answerability would_depend on a thorough knowledge

of the workings of the organisation.

The promulgation of proper decision making roles for aldermen
and staff is of dubious value for them or the community, in the light
of the influence wielded, not improperly, by the staff. Role-prescrip-

tion fails to comprehend. the interdependence demanded by the legal

4, See Chapter one.
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status and the tasks to be performed by the whole 6f the a]dermen

and officers. -This organisatién perhaps makes any search for proper
roles fruitless. The intepdependent relationships must be worked oﬁt
and re-worked by the organisation's_pérticipants as its membership

and the stimuli from the community change or vary.

The organic nature of the organisation ﬁakes the infusion of
elected authority at particular, penultiméte phases of the decision
making process ineffectuél ﬁnless the authorify is prepared to intro-
duce a substantial amount of instability into fhe operation of the

organisation.

4. CHANGES

Some changes in the organisation's methods of gathering informa-
tion in the inteliigence phase might improve answeraﬁility and repres-
entation. The presentation of alternatives in the design phase and
the use of some decision making techniques might help to promote

rationality.

The aldermen might be b;ought into face-to-face discussions
about A.A.V., and estimated revenue and expenditure in the Assistant
Accountant's intelligence phase. The aim of this early involvement
would be to provide aldermen with the opportunity to advocate the
insertion of any community needs or demands as a maﬁter of policy, or
~as an ihdividual item.  Tncremental budgeting might thereby Bé évoided
and projects begun earlier. There might also be more debate about the

work or recurrent or projected expenditure.

Farly interactions with the aldermen assumes  they have something

to contribute and that expenditure from rate revenue could cope with
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their plans. In the absence of major governmental functions, party
politics or ideological diffefences between elected representatives,
it is very unlikely thét coherent policies will be fdrged by the
.aldermen and very likely that each alderman will attend to particular,
: éinglc,'short~term interests. The policy vacuum thus éreéted 1s
filled by the officials who develop recdmmendations for committees

to discuss and almost certainly accept.

vThe aldermen are eipeéted to know something about the community.
There is a danger though, that they will be locked into their old
appreci#tive systems and not perceive or search for adjustments. This
studv has shown that they expect the commgnity to object to rate
increases and that thev made only a few inquiries to confirm this expec—
tation or reduce their anxieties about probable responses. 1In some

vague way, the community approved of the new rate.

The activities_éf the aldermen could not hope'to embrace all
responsive points in the community and it is therefore possible that
the community's response is not properly gauged. In a time of rising
expectations, it does not seem improbable that the comﬁunity would
tolerate higher rates if they understood the purposes for which it is
cqllected aﬁd the uées to which it is put. Sample surveys of community
vincomes;.needs,'and opinions could be made occasionally and used in
';he 1ﬁtelligenée phase to estimate revenue and e#penditure. Such a-
survéy carried out annually would cost less than 0.00047% of rate
revenue an& make the organisation and the alderﬁen better informed as

'well.as requiring them to be more responsive and responsible.

Early intéfaction with aldermen and improved links with the

community through sample surveys are not guarantees that representatives
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will give effect to democratic values snuch as equality or participation
because other constraints are placed upon them in the estimation and

collection of revenue as well as the allocating of expenditure.

The calculétion of assgessed annual value is an important task
in the Assistant Accountant's intelligence phase. About every five
years, the value of property in the municipality is re-assessed by a
unit of the government system, the Valuer-General's ﬁepartment. In
between official revaluations the Assistant Aecoutant and the Chief
Clefk (administration) add the value of new‘properties and new services
to the previous valuation but they do not make any increases to pro-
perty assessed in that valuation éveh though its market value is increas-
ing all the time. Therefore, four out of every'five_annual calculations
'of A.A. V., are gross under—esfimates and the rate revenue is less than

it could be if all property was officially revalued every year.

Vhen the valuation of almost each.property is officially
increased,_under the present system in the fifth year, aldermeﬁ and
staff have to be conscious of the potential responses of the cbmmhnity
. to large increases in rate demands. Sudden increéseé do little to
' maintain.good relations between the organisation and the community and
a'hethqd permitting steadier annual increases inbassessed vﬁlue seems

desirable. .

The presentation of alternative sizes for the rate and for:
cstimates of revenue and exnenditure is desirable bechuse it would
firstly provide an obvious choice to the aldermen and secondly promote

‘rationality and an awareness of the values of various expenditures.

While rational decision making depends on assumptions about

human behaviour which are unrealistic, nevertheless its‘prescriptions
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offer an fideal for dcciston.maknrs to at lecast learn from or aspire
to. Some decision making techniques used as aids to rationality,
such as cost/benefit analysis, P.F.R.T. and C.P.M, are either too
soﬁhisticated or not.applicable to the council's present operations
and level of expenditdre. The deyelopment of a blanning s&stem,
P.P.B.S. (planning, programming, budgeting systemé), in English local
government is perhaps the forerunner of a similar development in
Australia.5 P.P.B.S.‘fis being ﬁeralded as a Qay of doing things

which ought to lead to better-based decisions on major policy issues."6

However 1ts applicability to medium-sized Australian city "
councils is a subject for further investipgation. Only the possibility

is pointed out here.

None of the changes suggested can be implemenﬁed without modi—
>fiCation to the nature of the decision on the rate. As has been shown,
rate revenue is primarily designed to keep the system going and not to
reyiew or expand its operations much, even in terms of greater_current
expenditure. The decision would need ;o be séen as more than 6ne to
keép fhe system going, for aldermen and the community to become more

involved and influential in it.

5. See for example, K.E. Rose, '"Planning and P,P,B.S. with particular
"reference to local government", Enviromment and Planning, 2, 1970,
pp. 203-210, and R.B. Butt, "A feasibility study of P.P.B.S. in
Gloucestershire', Local Government Studies, 2, 1972, pp. 35-52.

6. Rose, Op.cit., p.203.
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APPENDIX A

THE QUESTIONNAIRE

Thg questionnaire was administered to nine senior officers
and ten of the eleven aldermen in office over the month after the
rate.was struck, thétvis between 26 June and‘25 July. bne aiderman
was not available for pérsonal reasons during that time; another long-
serving and elderly alderman died before the rate as struck and his
place was not filled until after the rate was struck; Nine senior staff
were iﬁtérviewed. All but three sat on committees regularly and all
but one pro0ided information, within the council, relevant to the strik-
ing of the rate. The questionnaire wasfilled in by the researcher
at interviews held between 26 June and 25 July. No interviews were
planned to be held after 25 July because of the danger of fading recall
injrespbndents. Respondents were g;ven a copy of the questionnaire
which mogt used to follow the more difficult or longer questions. All
questions were read aloud in full by the researcher to achieve as high
a level of uniformity as possible, and to reduce the problem of inter-
viewer bias. The mean. interview time was 70 minutes; the longest

lasted 2)s hours and the shortest took 45 minutes.

" The questions on general and prescribed influence (items 29,
43, 45 and (4b) follow Jean Blondel and R. Hall's study of Colchester
and.Maldon councillors and ex—counciliors.1 Questions from other

emptrical work are used as well.

The decision making qualities isolated by Garlie A. Forehand

and Harold Guetzkow in their study of executive judgment are presented

1. Jean Blondel and R. Hall, "Conflict, decision making and the
perception of local councillors', Political Studies, 15 (3),
1967, pp. 322-350,
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in item 51 of the questionnaire as the basis for a question about
decision'making qualities and ihfluence.2 H. Hugh Heclo's material
on the uge of time by aldermen and their job satisfaction is drawn

on to elict resbonses about their activities in general and attitude
to their service.3 Heclo 1s concerned with investigating the "natufe
of the local representaﬁive's work and his attitude toward it".4 The
same topic is important here because attitudes towards work may affect

the aldermen's or officers' performance in decision making. Items

10-12 cover similar ground to Heclo's.

Items 21 and 22 are taken from a field study by William J. Gore
but are not used in exactly the same‘way.5 In an exploratory stgdy,
Gbre tested the distinctions respondents might make between policy,
policy—supe;visory, and supervisory decisions in order to see if "these

116 The

definitions could be used to identify policy decisions ...
purpose in this question is to determine if there is any connec tion

between the way a decision 1s classified and the participant's role in

the decision making process.

2. Garlie A. Forehand and Harold Guetzkow, '"Judgment and decision
making activities of government executives as described by
- superiors and co-workers', Management Science, 1962 (8),
pp. 359-370. '

3. 'ﬁ. Hugh Heclo, "The Councillor's Job", Public Administration
(London), 47, 1969, pp. 185-202,

4, Ibid., p. 185.

5. William J. Gore, '"Administrative deciaion—making'inAFéderal
fleld offices", Public Administration Review, 1956, .pp. 281-291.

6. Ibid., p. 283.
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INTRODUCTION

This interview seéeks background information about you and your
service on the council.’ It also covers your contacts with the
community, the council's finances, the striking of the rate,
relationships between officers and aldermen, and some personal
data. If you wish, the details of the interview, or sections
of it, will be kept confidential and not attribed to you in

- written work. Most of the information will be used in statisti
cal form in tables of data.

1. Do you think local government has
(a) kept its importance in recent yearé )
(b) increased in importance in recent years ¢ )
(c) declined in importance in recent years - « )
2, How loﬁg have you been on the council?
0 - 4 years « )
5 - 8 years )
9 - 12 years « ).
more than 12 years ( )
3. (S) How long have you done this job?
0 - 4 years ¢ )
5 - 8 years ¢ )
9 - 12 years )
more than 12 years ( )
&.k Have you had experience on other councils?
' yes ' ()
no ¢

7. Questions marked A (6, 10 11,14,15,16,18,34) were asked of
aldermen only. Questions marked S (3 19) were asked of staff
only. All unmarked questions were asked of both alderman
and staff.



6. (A)

10. (A)

11. (A)

1f yes, how many years? _
' 0 - 4 years
5 - 8 years
9 - 12 years

more than 12 years

What did your personél friends and associates say
when you decided to run fqr council?

Do you think the public has
(a) high respect for aldermen
(b) about moderate respect

(¢) low respect for aldermen

Was there or is there any specific policy goal"
you hope/d to accomplish by being on the council?

Do you think, so far, that you have been able to

achieve these aims?

How much time would you have spent in the last month

on council business?
| 0 - 8 hours
9 - 16 hours
17 - 24 hours

more ‘than 24 hours

How much of that time was spent on
' (a) council meetings

(bj committee meetings

(c) helping rate payers

(
(
(
(

NN NN

172.
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(d) checking on jobs in the field ()

(e) other L )

12, Which of your major activities on the council gives

yoﬁ most satisfaction?

(a) council meetings )
®) committee meetings « )
(c) helping ratepayers ()
(d) checking on jobs in the field )
(e) other ' C )
13. Can you recall the incident which you have felt
achieved the most since you have been here?
14, You have served on several (or one) committees
in your time here.. If you were free to chdose,
on which committee would you prefer to sit?
(a) finance )
(b) works « )
(c) building and towm
planning « )
(d) health and
recreation ()

15;(A) Why that committee?

16.(A) Do you think that committee performs

its wqu well?
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17. Do you think that committees arevmostly presented
with material onvwhich to make:
(a) policy decisions | O )
(b) administrative decisions - « )

(c) decisions which cannot be divided between
: ‘policy and administration and need to be
made jointly by aldermen and officers ' ¢ )

18.(A) Do you think you would

(a) almost always « )
(b) nearly always )
(c) sometimes « )
(d) rarely « )
(e) never )

accept the recommendations of staff on policy

decisions?

19.(S) Do you think aldermen
' (a) almost always
(b) nearly always
(c) sometimes

(d) rarely

NN N AN AN
N N N S

(e) never
accept the recommendations of staff on policy.

decisions?

_20.. Vhen decisions are made in committees, what is
it you would most 1like to see more of :
o (a) information
(b) appreciation of the problem
(c) caution
(d) Speed
(e) analysis of alternatives

(£) ahalysis of possible consequences

PN N N SN N NN
N N N N N N N

(g) connection with existing policy
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22,

23,

24.

25.

26.

- 27..

Please examine the list of decisions on the card.8
Divide them into those you think are policy decisions,
administrative decisions, or policy-adminisgtrative

decisions.

Which of the decisions, if any, should be made only

by the aldermen, only by staff, or need to be made

by both aldermen and staff?

Do you think the council adequately understandé the
reports submitted by (your) committee/s?

Do you think the committees have enough power?

Are they restricted by having to report back to council?

On the committee/s on which you sit, do you
see conflict
(a) almost all the time
(b) about half the time
(é).occasionally

(d) rarely

NN N N AN

(e) don't know

Is the conflict you see mainly
(a) between officers and aldermen
(B)»between aldermen
(c) between officers

(d) with the chairman

~ N AN N A~
o N W N

(e) depends on the issue

Do you think the staff has

(a) too much power « )
(b) not enough power )
(c) the situation is about right )

175.

8. The list of decisions on the card 1s included at the end of

the questionnaire, withother information from the cards.
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29,

. 30.

31.

32.

33.

34. (A)

Would you say, in general terms, that
(a) aldermen are more influential than staff
(b) staff are more influential than aldermen

(c) influence is about the same

(d) the influence can't be split up like that

Who would you say, in general terms, are the three

most influential men in the council?

What organizations do yod belong to other than the
council? v |

(a) service clubs

(b) sﬁorting clubs

(c) statutory:authorites

(d) charitable organizations

AN N AN AN N

(e) other e.g. political

Do you hold office in that/those bodies?

Does your membership of outside groups and contacts
there help in your work on the council?
(a) frequently
(b) sometimes -
(c) rarely
(d) not at all

A~ N NN

" In what &ay has it helped?

Did any of the organizations work on your behalf

at election time [or any of the members] ?

N N N

N N N N

176.



35. Let us discuss financial matters now. The financial
position of most local authorities 1in Australia is
regarded by many as not good. Inteerest payments on
loans are seen as a heavy burden, and the rate on
property value is often unfair. It is also claimed
that councils cannot do the jobs demanded of them
because they don't have enough money. Would your
own opinion agree with this statement? :

36. Do you think increases in the rate would be one way
out of part of the problem?

(a) strongly agree (
(b) moderately agree (.
(c) moderately disagree (
(d) strohgly disagree (

37. Whom did you talk to about this year's rate
before it was struck?

(a) the outside groups you belong to (

‘(b)) council staff (

(¢) Glenorchy aldermen (

(d) individual ratepayers (

(e) others (

38. Were you seeking information?

| (a)  yes (

(b no (

(c) in part (

39, If so, what information did you seek?

40.  Was the information helpful?

177 .

N N N N
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41, VWhere did you get most help from?
(a) the outside groups you belong to
(b) council staff
(¢) Glenorchy aldermen

(d) individual ratepayers

N N N

(e) others

42, Here 1s a liet of aldermen. Which of these did
_you talk to about the rate?

Ald. J. Percey )
Ald. K. Lowrie ()
Ald. J. Hay ¢ )
Ald. T. Dempsey )
Ald. T. Vince ¢ )
Ald. D. Shields )
Ald. P. Jacques « )
Ald. N. Lovell )
Ald, D, Fall ()
Ald. E. Garlick ()
Ald. L. Cross ()
43, Which one of these would you select as being more

influential than others in you reaching your
decision on the rate? And the next most influential?
and the next? a

44, Here is a list of some council staff. Which of
-~ these did you talk to about the rate? '

Mr. T. Glazebrook
Mr. J. Dean

Mr. N. Morrison
Mr. A. Almond

Mr. S. Hills

Mr. J. Anderson
Mr. B. Patten

Mr. K. Cleaver
Mr. A. Mousley

PNSNNSNINSNNNN
N N N N N N N NS

45, Which one of these would you select as being
more influential than others in you reaching
your decision on the rate? And the next most
influential? And the next?
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47,

48,

49,

50.

51.

‘Mr., J. Dean

Here is a combined 1list of alderman and staff.
Which name would you select as being more
influential than others in your reaching your
decision on the rate? And the next? And the next?

Ald. K. Lowrie
Ald. N. Lovell
Ald. D. Fall

( Ald. E. Garlick C
(
(
Ald. J. Percey - (
(
(
(

‘Ald. L. Cross (
Ald. T. Dempsey C
Ald. N.Morrison C
Mr, B, Patten (
Ald. P. Jacques (
Mr. S. Hills C

Ald. D, Shields
Mr. T. Glazebrook

Nt N N N
N N N o N NS

Did any community groups, for example a progress

association, approach you about the size of the rate?

If so, which ones?

Was ybur decision influenced by their ideas
(a) favourably
_(b) unfavourablvy
. (c) not at all

Were you
(a) very pleased
(b) moderately pleased

. (c) somewhat disappointed
(d) very disappoin_ted

" with the outcome of the decision on the rate?

Which of the following qualities or comb 4nation
of qualities do you think 1s most important for
a decision maker to have?

(a) self-confidence . S ¢

(b) cautiousness - attention to broad

implications of decisions (

(¢) discernment - consideration of subtle

aspects of situation (

NN NN
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N N N

Ald. T. Vince (
Mr. J.Anderson(
Mr. K.Cleaver (
Mr. A.Mousley (
Ald. J. Hay
Mr. A. Almond (

(

v‘ N N N N Nt
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53.

54,

55.

56.

57.

58.

180.

(d) prudence ' )

(e) analytic decision-making capability -
intellectual and systematic analysis
of decisions to be made « )

(f) bureaucratic decision-making capability -
‘following rules and previous policy
guidelines and developing group agreement ( )

Which quality or qualities do you think the men

you have mentioned as influential have?

Let us look now to some personal particulars. On the
card 1s a list of age categories and nuimmbers. Please

give me the number corresponding to your age category.

Sex - [all malel.

On the next card is a list of occupations and numbers -

please give me the number correéponding to your occupation.

On the next card is a list of employment status and numbers.
Once again, please give me the number cprresponding to

your employment status.

On the fourth card is a 1ist of levels of schooling and
numbers. Please give me the number corresponding to

your level of schooling.

The fi1ifth card has a list of religious affiliations and

numbers. Please give me the number corresponding to

'your religious affiliation.
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60."

61.

181.

The final card has a list of levels of training and numbers.
Please give me the number corresponding to your level of

training, if applicable.
Where were you born?

Is there anything you would like to say about these questions

or the work I'm doing in Glenorchy?

Thank you for your co-operétion.



DECISTONS :

MATERIAL ON CARDS HANDED

182.

TO RESPONDENTS

Annual tenders,

parking in front of council chambers,

~ setting Olympic pool charges,

enforcing town planning regulations,

constructing unmade streets,

employing additional staff,

road construction,

striking the rate,

AGE CATEGORY

. 20-24
25-29
30-34
35-39
40-44
45-49
50-54
55-59
60-64

65 & over -

OCCUPATION:

Professional
Administrative
Clerical '
Sales worker .
Farmer

Miner

Transport worker
Craftsman

Armed services
Other

(Questions 21, 22)

approving subdivisional plans,
reserve development,

purchase of éapital equipment,
awarding contracts, |

grazing stock,

- stickers on council cars,

garbage disposal - site workings,
approval of building applications.

NUMBER (Ques tion 53)

O © ~N O B & w -

(=
o

O 0 ~N O Ut B W N

—
o

(Question 55)
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- EMPLOYMENT STATUS . NUMBER (Quesﬁion 56)
Employer | 1
Self-employed 2

. Employee A 3
SCHOOLING : (Quescioﬁ 57)
Primary School 1

2

3.

4

5

High School 6

; _ ,

8

9

10

RELIGIOUS AFFILIATION (Question 58)

Baptist 1

Brethren 2

Roman Catholic 3

Church of Christ 4

Church of England 5

Congregational 6
Greek and other

orthodox

Jehovah's Witness H]
Lutheran 9
Methodist 10

| .Presbyterian 11
Salvatioh-Army _ R Y:

‘Protestant ‘ 13.

Other Christian 14

No affiliation 15
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QUALIFICATIONS NUMBER | (Question 59)

Trade

Technician

"Non-degree tertiary
University degree

No formal qualifications

[« NNV, - BV I

Studying
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APPENDIX B

Aldermen and Senior Staff of the
Glenorchy City Council, at 26 July 1973

Aldermen:
K.F. Lowrie (Mayor)
T.M. Dempsey (Deputy Mayor)
P.C. Jacques (City Treasurer)
L?J.E. Cross
D. Fall
E.J. Garlick
J.C. Hay
P.C. Jacques
'N.G. Lovell
J.E. Percey
D.J. Shields
T.M. Vince

Senior Staff: J.E. Dean (Town Clerk)
» T.G. Glazebrook (City Engineer)

A.B. Patten (Deputy Town Clerk)

N.A. Morrison (Deputy City Engineer)
S.E. Wills (Chief Health Inspector)
J.W. Anderson (Accountant)

K. Cleaver (Assistant Accountant)

A. Mousley (Chief Clerk-Administration)
A.A. Almond (Committee Clerk) |

[Other senior staff such as the Town Planner and the City
Architect who were not involved in the rate decision have
not been included in this list.]
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APPENDIX C

CITY OF GLFENORCHY

ESTIMATES FOR THE YFAR ENDING

30th JUNE, 1974.

City Rate based on A.A.V, of $14,676,945

@ 18.0 cents in the dollar _ 2,641,850
Less: Rebate

Bewerage - 4.0. cents in the dollar - 24,405

2,617,445

Add: Minimum Charges:
' Water ($20) 12,243

Sewerage ($20) 10,067

Fire Brigade 1,272

Water - 2,974

(Excess of A.A.V. over
City Rate A.A.V,)
Cleansing Rate (140

services @ $26.00) 3,640
" Special Rates 249 30,445
' 2,647,890
Transfers to Rates Accounts:
General - 435,729
Road v 605,822
Health © 66,006
Fire ' 73,352
Recreation Grounds 4
& Reserves 219,144
Sewerage 556,846
Stormwater Drainage 103,702
Water 681,938 2,742,539

Estimated Deficit $ . 94,649




SUMMARY OF 1973/74 ESTIMATES

17th May, 1973,

Recreation .
ACCOUNTS General - Fire Health Roads Grounds & Sewerage Stormwater Water Total
(Inelud.Lighti qgl Reserves Drainage
A. ADMINISTRATION .
1. Administration Charges 37,522 2,886 5,772 77,930 11,545 63,499 5,772 80,816 285,742
2. Building Surveyors Dept. 30,723 30,723
3. City Engineers Dept. 14,669 57,861 7,335 15,698 7,335 51,342 154,240
4. Health Imspectors Dept. 3,114 24,6437 4,360 1,557 33,468
5. Council Contri. to Super. 1,950 867 2,383 217 650 217 2,166 8,450
6. Provision for Long Service
Leave 1,199 533 . 1,465 133 400 133 1,332 5,195
B. OPERATION,MAINTENANCE & SUNDRY
1. Charges 4,600 263 245 5,108
2. Contracts 93,792 9,760 103,552
3. Contribution 94,750 70,066 31,703 693,728 890,247
4, Donations 2,000 500 2,500
5. Maintenance 66,703 - 200 238,040 110,098 78,220 23,770 133,831 650,862
6. Sundry . 47,130 400 3,050 3,979 4,390 37,706 751 50 97,456
7. Recharge Work Cost 29,000 29,000
8. Reseal Reserve 1,000 1,000
9. Meat Inspectors Salaries 33,650 33,650
10. Olympic Swimming Pool 51,116 51,116
11. Remissions 49,000 49,000
C. SCHEDULED WORKS 10,000 25,000 15,000 200 15,000 1,800 67,000
D. LOAN REPAYMENTS
a. Payment of Interest 46,652 93,300 43,519 230,361 30,178 48,344 492,354
b. Repayment of Principal. 25,677 103,442 26,906 126,140 20,876 154,187 457,228
¢. Sinking Fund Contribution 1,746 1,249 1,175 8,732 - 830 13,732
TOTALS 560,227 73,352 100,712 605,912 271,434 575,726 104,032 1,170,228 3,461,623
Less Sundry Revenue 124,498 34,706 90 52,290 18,880 330 39,070 269,864
" M.W.B. refund of .
working Expenses 476,500 476,500
Balance to be met from City 435,729 73,352 66,006 605,822 219,144 556,846 103,702 654,658 2,715,259

Rate

*L8T
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- 17th May, 1973.

GENERAL ACCOUNT

Revenue

Estimate Estimated Estimate
1972-73 Actual 1973/74
1. Fees and Licences 1972/73
a. Dog Registration 8,700 10,400 10,400 .
b. Other Licences 500 400 400
c. Building approvals 10,967 - 10,500 12,500
d. Rates & Section 695 Cert. 2,500 3,000 3,000
e. Subdivision - Council ' '
approvals 600 1,200 1,200
f. Subdivision - Lands &
Titles Office 2,050 2,500 2,500
g. Pound fees and Sales 150 150 150
h. Disposal of dogs, Fees ‘
& Sales 100 120 120
i. Kennel Fees 200 100 100
- j. Destruction of car bodies 110 150 150 -
25,877 28,520 30,520
2. Contribution
a. Government Refund, Golden
Years Club interest 1,833 1.833 0 1.833
b, State Government -
Brooker Ave. lighting 3,300 3,167 3,167
5,133 5,000 5,000
3. Réntals : ’ .
. a. Council Residence 4,862 6,352 6,812
b. Other 218 1,775 4,116
5,080 8,127 10,928
4, Recoveries
a. Court Costs - Council
processes 500 400 400
'b. Court Costs - Fines &
Costs ' 1,000 400 400
c. Workers' Compensation . 600 1,400 2,000
~ d. Phone calls 120 300 300
e. Other 426 200 200
, 2,646 - 2,700 3,300
5. Recharge Works 32,000 32,000 32,000
32,000 32,000 32,000
6. Sundry '
a. Commission - Egployee
Assurance deductions 440 330 330
'b. Discount received 550 - 800 800
c. Sale Building Lists 469 516 520
d. Sale Building Plan ' '
. photostats : 100 100 100
e. Sale Materials 400 400

100



Revenue

7.

GENERAL ACCOUNT

f. Interest on Short Term
Bank deposits
g. Miscellaneous

Transfer of Proportion
of City Rates

189.

Expenditure

ADMINISTRATION

Administration Charges
a. Salaries
b. Other

‘Lighting Administration
a. Salaries
b. Other

Building Surveyors Department

a. Salaries
b. Travelling Expenses

City Engineers Department
a. Salaries
b. Travelling Expenses

‘Health Inspectors Department

a. Salaries

" Council Contribution to .
. Superannuation

Provision for Long Service

Leave

Operation, Maintenance &

Sundry -

Charges on

a. Springfield Unmade Strees

b. Unmade Streets

3,620

Estimate Estimated Estimafe
1972/73 Actual 1973/74
: 1972/73
28,000 38,576 40,000
500 2,400 600
30,159 43,122 42,750
374,324 353,377 435,729
475,219 472,846 560,227
17,342 17,704 20,837
8,984 9,605 10,913
26,326 27,309 31,750
3,153 3,219 13,788
1,634 1,746 1,984
4,787 4,965 5,772
20,534 20,534 30,123
550 550 600
21,084 21,084 30,723
12,168 11,981 14,182
440 440 487
12,608 12,421 14,669
2,639 2,730 3,114
2,639 2,730 3,114
1,567 1,542 1,950
1,567 1,542 1,950
828 828 1,199
828 828 1,199
672 645 600
2,000 2,975 4,000
2,672 4,600
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Expenditure. GENERAL ACCOUNT
Estimate Estimated Estimate
1972/73 Actual 1973/74
1972/73
2. Contracts
a. Garbage Removal 32,613 34,196 51,792
b. Lighting 41,000 41,000 " 42,000
73,613 75,196 93,792
Contributions
a. Canine Defence League 1,933 3,000 3,000
b. Rural Fire Board 7,000 6,058 9,000
c. S.M.M.P.A. 13,022 13,022 10,000
d. State Library Board 50,000 50,000 72,500
e. Glenorchy Regatta Assoc. 200 23 50
f. Christmas Festival 200 100 200
_ 72,355 72,203 94,750
4. Donations (Section 218(3)
L.G. Act 1962 2,500 2,000 2,000
' 2,500 2,000 2,000
5. Maintenance
a. Public HRiildings 4,760 4,760 5,100
b. Stores Depot 800 800 1,000
¢. Golden Years Club 300 400 600
d. Public Conveniences :
i. Cleaning 6,620 5,500 6,500
ii. Repairs, Painting 3,000 3,000 4,000
e. Council Residences 1,600 1,900 1,500
- £f. Glenorchy Youth Centre 958 958 1,328
" g. Ladies Rest Room, Moonah 300 646 300
h. Public Pounds 200 200 200
i. Tolosa Street Hall 300 380 400
.j. Collinsvale Hall 800 ~ 450 600
k., Street Name Signs 2,000 3,000 3,000
1. Clearance of Fire Bazards 4,000 2,083 2,200
m. Car Parks . 1,800 1,500 1,500
n. Garbage Disposal Areas 37,418 36,000 36,726
o. Council Contribution to : '
Superannuation 1,175 1,157 1,083
p. Provision for long -
- Service Leave ___ 621 621 666
66,652 63,355 66,703
6. Sundry
a. Workers Compensation
(Contra) _ 600 1,400 . 2,000
b. Depot Lighting Charges 1,650 1,626 1,650
c. Disposal of Car Bodies 130 70 70
d. Traffic Surveys 600 - 500
e. Clean up campaign 2,000 2,002 2,500
f. Garden Competition 226 258 200



Exgenditure

GENERAL ACCOUNT

191.

Estimate Estimated Estimate
1972/73 " Actual 1973/74
1972/73 -
g. Survey-Flats & Car Parking -
Requirements ' 1,500 - 1,500
h. Subdivisions Fees -
Lands & Titles 2,050 2,500 2,500
i, Town Planning 2,000 1,000 . 2,000
j. Costs - Rates & Charges 500 400 400
k. Naturalisation Expenses 100 84 . 100
1. Public Relations 2,000 - 2,000
m. Hydatids Testing 300 - 300
n. City Inspector & Ranger 10,639 12,281 12,948
o. Junior Council 6,998 6,950 - 7,434
p. Insurance - 2,100 2,389 3,278
q. Tourist Directional Signs 50 15 20
r. Social Welfare 2,000 - 2,000
s. Loss on Sale of Fixed
Assets 500 3,000 3,000
t. Springfield Unmade Streets 2,000 1,000 1,000
u, Miscellaneous 250 250 250.
v. History of Glenorchy
Expenses - - 1,500
38,193 35,225 47,130
7. Recharge Works -~ Costs 29,000 29,000 29,000
29,000 29,000 29,000
11. Remissions 45,000 44,300 49,000
45,00 44,300 49,000
C. Scheduled Works _
a, Lighting Construction 4,000 3,060 10,000
b. Kiosk Construction -
Council Contribution - 3,100 -
4,000 6,160 10,000
D. Loan Repaymenfs
a. Rayment of Interest 45,945 45,606 46,652
b. Repayment of Principal 23,680 23,556 25,677
c. Sinking Fund Contri- _L,770 1,746 1,746
bution - 71,395 70,908 74,075
475,219 472,846 560,227
TOTAL:‘ Estimated Other Revenue 100,895 119,469 124,498
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