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In every period of history
opportunities are provided for those
will in g to ex erc ise leadership in
government by examining the extent to
wh ich that government is responsive to
both the needs and the will of the
people. Such an exami nation is not easy
because it requires skill and courage:
skill to make the necessary and proper
inquiries followed by sound
recommendations for change, and
courage to implement such changes to
bring about an improvement in the
capabil ity of government to respond to
human needs. White one cannot ignore
the grvat contributions of the past to
the democratic process, all too often
tradition has a way of dictating the
present. Governmental structure in and
of itself cannot claim a sacred and
unchangeable position. Rather, structure
must be continuously examined and
reexamined if government is to respond
effectively to the complex problems of
the present day.

It will become obvious from what
follows that the purpose here is not to
win friends, although one might hope to
influence some people. Instead the goals
are to provoke your thinking, lift before
you new horizons, and stimulate you to
return home with deeper dedication.
Moreover, the hope is that the remarks
which follow will cause you to probe

more deeply for answers to our complex
problems. In the pursuit of change it is
obvious that certain attitudinal changes
are required if structural rearrangements
are to be accomplished. Assembled here
this evening is much of the
gov ern men t aI Iead er ship i n th is
Commonwealth. Have you ever thought
of the impact that you could have in
making it possible now to begin a
renaissance capable of providing fresh
meaning and vitality to Virginia State
and local government?

STRUCTURAL CHANGE

Government is often tired and archaic
and cannot respond innovatively to the
needs of the times. Coming quickly to
mind in this regard are the negative and
passive attitudes so often associated with
the word "bureaucracy." But innovation
and change, inventiveness if you will, are
not unknown in the governmental
history of the Commonwealth, a major
but not the only example being the
invention of the city manager plan
across the Blue Ridge Mountains in
Staunton in 1908. As we move into the
Seventies, perhaps the major need is a
national reordering and simplification of
the local, state, and Federal
governmental structures as a means of
making the Federal system more
responsive than it has been in the past.

In another context it is clear now
that the Marshall Plan was effective in
Western Europe, above all, because of its
concentration on a clear and feasible

purpose. It depended on a moral
commitment, on planning, and on
money to achieve recovery. Sight should
not be lost of the fact, however, that
the Marshall Plan depended on the use
of American funds only as a catalyst to
activate Western Europe to exploit its
own human and material resources.

Our money did not buy a new
Europe nor would many times the
actual expenditures have accomplished
that purpose. On the contrary, American
funds helped Europeans build their own
new Europe and generated a far greater
amount of European capital. Local
initiative, careful planning, coordinated
pol icy, strict priorities, and a massive
commitment - these were the means by
which a new Europe was fashioned from
the ashes of World War II.

These same requirements are needed
for perfecting the American community.
The Marshall Plan produced a quick and
visible impact, not only in bricks and
mortar but in people's lives. The initial
investment was large enough and the
vision grand enough to inspire hope and
to generate the will to help one's self
wh ich brought Europe to self-sufficiency
and prosperity. Th is is the necessary
element in an attack upon our own
problems in America today.

NEEDS FOR THE SEVENTIES

For the foreseeable future, state and
local governments must still look after
our great domestic needs such as
education, public safety, public health,
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public welfare, the environment, the
future of our community. Also,
demands for governmental services at
the local level, where the people live,
will constantly increase. People
themselves add complexities to the
financial plight of local government and
there will be a lot more people in 1975.
Two particularly costly age groups, the
old, needing health care and welfare,
and the young, needing education and
recreation, are increasing much faster
than the rest of the population. Thus, a
slow-growing work force must support a
fast-growing, service-needing, nonwork
force. Adding to the burden on local
government in particular will be two
additional problems: the great
discrepancy in resources between poor
and rtch governments, and the escalation
of state-local governmental costs because
they contai n such a large service
component.

For generations rural America has
been losing population to urban America
and nowhere has th is been more
dramatically portrayed than in Virginia.
The Rural Affairs Study Commission
found in 1969 that the rural areas had
been losing population because of
declining economic opportunities. In the
Commission's own words, "Our research
also indicates that on the average they
[the rural areas] lag in the quality of
their education programs, health
services, housing, income and
community facilities and services." And
when the farmer finally moves to the
city he needs services that are both
more publ ic and more costly. H is water
flows, not from the family well, but
from the city's water mains. The city
streets he uses must be better surfaced
ha -cotltitry- oads. quently, city
money must be spent to tear down old
buildings before the immigrant can find
space for a house. And if the immigrant
needs publ ic assistance, it is Iikely to be
high-cost city assistance rather than the
low-cost assistance prevailing in the
country.

For the Seventies, therefore, the basic
question is whether the state and local
governments of this country as presently
constituted are Iikely by themselves to
be able to raise sufficient revenues to
meet the demands of their citizens. Only
one bright spot in this regard can be
found on an otherwise dark horizon.
State and local legislators have shown
bravery above and beyond the call of
duty ever si nee 1951, when war-time
surpluses ran dry, by voting new tax
measures. In the Sixties state legislatures
enacted some 309 tax rate increases. In
1965 alone, 32 of the 47 legislatures in
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session raised old taxes or adopted new
ones. For the first time, Nebraska
enacted an income tax, and New York,
Idaho, Massachusetts, and Virginia, sales
taxes. Seven states raised individual
income tax rates, in one instance by as
much as 30 percent. Twenty-five states
increased their rates on general sales
taxes or on specific items such as motor
fuel, cigarettes, and alcoholic beverages.

The fiscal dilemma facing local
government, however, is not its only
major problem. Local government faces
a crisis in another regard, namely in its
organization and administration, a crisis
that cannot be met until states amend
their constitutions and laws and local
governments respond by modernizing
themselves. Numerous study agencies at
60th testate an ederal level~mong

them Virginia's own Metropolitan Areas

Stu dy Commission, have prescribed
needed reforms. Time will not permit a
bill of particu lars on how fragmentation,
littleness, and the failure to use available
tools have helped to keep local
government from responding effectively
to the needs of the day.

TH E METROPOLITAN AREAS STUDY

COMMISSION

One of the most far-reaching studies
of local government in the last two
decades in this Commonwealth was the
1967 report to the Governor and
General Assembly by the Metropolitan
Areas Stu dy Co m mission entitled
Metropolitan Virginia: A Program For
Action. Recommendations by that
commission are just as fresh, innovative,
and useful today as they were in 1967.
Some quotes from the report will place
in - perspective- the--ba-src eaknesses in-
Virginia local government to which
reference has already been made.

Local governments are also
restricted geographically by the
limited area included within even
the largest jurisdictions. The
ability of local governmental units
to support services is frequently
disproportionate to the need for
such services. In addition, any
single local government is restrict
ed in the range of its policy
making and implementation by its
geographic limits, its inability to
control the social and economic
forces outside its boundaries, and
its consequent inability to plan
successfully. In some cases the
effectiveness of local government
is impaired by intergovernmental
hostilities and failure to face
realities.

Local governments cannot over
come these limitations alone. As
fondly as officials and citizens
may cling to the hope that single
handed efforts will solve the
problems of today and hold back
the future, clearly this is a fanciful
hope. What must be done is
neither easy nor simple, but it is
within the responsibility and
capacity of State and local govern
ments working together.

Local governments have shown
repeatedly that they can support
services and facilities cooperatively
that would be impossible for single
units alone. Joint efforts can result
in enormous expansion of the
financial base for the solution of a
problem. A vailable administrative
and policy talent are enlarged and
benefit from exchange of informa
tion. The prospects for achieving
mutually beneficial solutions to
problems tormenting the jurisdic
tions are greatly enhanced.

In addition, the cooperation
and coordination of local govern
ments in resolving problems of
area-wide concern free resources
for meeting local problems and
needs. Thus, local government as a
strong participant in area-wide
affairs can also mean local govern
ment with greater potential to
fulfill its purely local role.

Desirable levels of local govern
ment coordination and coopera
tion can be achieved only through
the establishment of area-wide
agencies and procedures, greater
State participation in community
affairs, and expanded bases for
-fn-terjtJrisdietieJr18-f-eeJoper-ati(Jfl.---~-

Developments since 1967 provide ample
evidence to support the soundness of
these observations.

CONDITIONS FOR IMPROVEMENT

The identification of problems at the
local government level is often as
difficult as finding workable solutions to
those problems. Those who believe,
however, that each local government can
solve its own problems in isolation need
to be reminded of three important facts:

1. Our basic problems today are
essentially those man has always had
and include the need for food, shelter,
usefulness, security, pleasure, and
liberty. However, today's problems are
more compl icated, have a greater scope
of complexity, and require a more
comprehensive framework for effective



treatment. Local government problems
today involve large numbers - larger
numbers of people, larger areas of land,
greater quantities of resources - and

must be dealt with on a larger scale.
Problems today involve a faster rate of
ch.ange and decisions must be more
effectively evaluated for their relation to
future or developing situations.

2. The available technological
capability to solve specific aspects of
many of our problems at the local level
far exceeds our organizational capability
to mobilize the available resources and
technology to be used efficiently i·n
meeting those problems in any overall
sense.

3. Even though our resources are
scarce they are indeed much greater
than ever before. Our major
management challenge is to organize
ourselves to meet problems in a more
comprehensive way, on a greater scale,
and with an accelerated procedure for
reaching decisions geared to relate to the
total future situation in wh ich the
results of the decision will have effect.

In no sense are these statements
intended as an indictment of any official
of this Commonwealth. Rather, the
purpose is to show that as a resu It of
the weaknesses in governmental
structure in Virginia, local governments
in many instances are no match for
today's problems. To refuse to adopt
adequate zoning laws, subdivision
ordinances, or building codes is but
another way of inviting the General
Assembly to adopt Statewide legislation
in these areas. On another front, the
unwillingness of rural governments to
provide adequately for the assessment of
property, the provision of vocational
training, and the· effective handling of
solid waste disposal, for example, will
only hasten the day when these services
will have to be provided either by the
State or by some other governmental
arrangement. The inability of individual
cities alone within the metropolitan
areas, and in many instances elsewhere
in the State, to deal effectively with air
and water pollution, poverty, welfare,
and crime is clear evidence that such
problems do transcend imaginary city
bou ndaries and therefore must be
treated on a regional basis. The
lukewarm responses to such problems
only serve to emphasize the need for a
fundamental restructuring of Virginia
local government.

If these observations are sou nd, and
the evidence so indicates, the initiative
and effective action necessary to give
direction must come from leadership at
both the State and local government
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levels. This leadership must be provided
in the final analysis by men and women
with vision for a future that will soon
be here. Once that vision is captured,
the opportunity is at hand to seek
creative, bold, and imaginative responses
to the problems of our time.

"TOOLING uP"

What approaches can be suggested by
way of "tooling up" to provide these
new responses and thus, once again, give
Virginia at this time in her illustrious
hi sto ry the opportunity to assert
leadership on the State and local level
wh ich would also have significant
national implications?

1. One obvious approach is to use
the tools already available. The
employment of a general administrative
officer and the passage of adequate
zoning and subdivision laws and
up-to-date building codes are all within
the reach of almost all rural
governments in Virginia. The
unwillingness to use these tools has in
many instances prevented local
governments from meeting citizen needs
effectively. When local governments fail
to make needed reforms to provide
modern approaches to current problems,
how can such governments expect to use
in an effective way additional funds that
may become available to them? This
question is a timely one because the
forthcoming assumption by the State of
all Federally funded welfare categories
will release funds to the localities for
other purposes. These funds and others
to become available should make it
possible to improve services within the
local community. This goal can be
accomplished, however, only in
proportion to the improvement of the
governmental structure to permit a wiser
use of such additional resources.

2. In the passage of the Area
Development Act the 1968 Virginia
General Assembly assumed that the
people have a fundamental interest in
the orderly development of the State
and its regions. The legislature was
aware also that Virginia is made up of
several major geograph ic areas, each
differing from the others in significant
ways in terms of terrain, economy, and
other physical and cultural features. In
addition, the legislature understood that
the different problems to be
encountered in each area were not the
result of any single cause but instead
involved the human interests and
physical conditions characteristic of each
area. To meet these differing problems,

the State needs to move on two fronts.
First, the State should establish a
comprehensive State and regional
planning development process. Second,
th e State should provide for the
preparation and maintenance of a
long-term comprehensive plan for the
physical, social, and economic
development of Virginia and each of its
regions, the plan serving as a guide for
local governments and State departments
and agencies. As these actions are taken,
it will become obvious at an early date
that the continued growth of Virginia's
urban and rural areas presents problems
which cannot be met by individual
counties, cities, or towns and that local
governments need to use their powers
more efficiently and effectively by
cooperating with other \oca\\t\es and
agencies for the mutual benefit of all.

It is also clear by now that an
integral part of this Statewide process is
the planning district commission. The
commissions which have already been
created should be strengthened and in
those instances, happily only a few,
where the districts have not been staffed
and are not in operation the local
governments involved should
enthusiastically support their immediate
formation. Local government in Virginia
can no longer afford the luxury of
remaining in isolation in an age when
local problems cannot be solved alone,
when State agencies are moving to
conform to the planning district in the
creation of their administrative districts
and field offices, and when Federal
grants are awarded on the basis of
regional development.

3. As the next step in the
reorganization and revitalization of the
local government structure in Virginia,
each planning district commission should
take immediate action to determine
those programs which should be assigned
to service district commissions through
the establ ish ment of a service district as
authorized by the Virginia Area
Development Act of 1968. As a means
of easing somewhat the political strains
involved, those programs having the least
political impact on local government
should be the ones first considered for
transfer to the service district. These
programs should be limited solely to
those that are areawide in nature. Flood
control in Southwest Virginia, providing
a regional water system in Tidewater,
preparation of an areawide plan for
vocational education in Southside,
preparation of a waste and water
management plan for Northern Virginia,
or the development of an airport for a
metropolitan area serve only as a few
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cou Id we fi nd greater motivation for an
examination of the role of Virginia's
State and local government in the
Seventies than here at Mr. Jefferson's
University?

Do we now exercise leadership in
helping to shape the direction of
government in this Commonwealth or
do we simply refuse to disturb the
statu s quo? Let us not become
preoccupied in small concerns and
engrossed in details. Many local
governments in Virginia have no
important services to perform; they are
occupied with trivia, matters of concern
only to those persons with a direct
interest in the trivia. These governments
are too limited in their horizons and too
picayune to stir the imagination.

We may never again have the
opportu nity to mee~ the challenge
presented at this particular moment in
the history of the Commonwealth. The
opportunity to deal effectively with the
problems of today are clearly before us.
The achievement of rural-urban balance,
the restructuring of rural government,
making our cities responsive to the
social, physical and economic problems
before us - all these are within the
limits of our ability. The risks are high
but the rewards are to be found in the
satisfaction and excitement of testing
new ideas that may pay rich dividends
to the citizen of the future. In the
words of the Metropolitan Areas Study
Commission: "Today the flexibility
exists in Virginia to meet and guide
change. Down the long road of
tomorrow, as patterns of development
become more firmly set, action will be
more difficult. The time to act is now."

could have a heavy impact upon public
opinion in the Commonwealth as to the
need for change. The opportu nity to
hear outstanding scholars and to enter
into meaningful dialog would afford the
highest possible motivation for
attendance from both the public and
private sectors in the Commonwealth.
This is neither the time nor the place to
suggest the format for such a conference
but it might be suggested that a two or
three-day conference would provide (1)
motivation by outstanding men and
women in Virginia government; (2) a
d i alog largely through small work
sessions; and (3) recommendations for a
program of action.

The rapid changes being wrought
about us stagger the imagination. The
latest exploration of the moon furnishes
once aga in tangible and towering
evidence of our advancement in
technology. The capability of this nation
to provide leadership in technology
seems almost without limit. We know
much of this success has come because
of goals that had been sought and the
pooling of resources and skills to attain
those goals. Seldom in the history of
this nation have so many men with
diverse skills sought and found ways of
bringing these skills and resources to
bear upon one common goal. If we are
then to learn from those in the more
technical fields, I would suggest that we
approach the problems associated with
State and local government with the
same passion for ach ievement. Where

A GOVERNOR'S CONFERENCE

In search then for the proper role
and structure of Virgini.a State and local
government, it is recommended that a
Governor's Conference be convened
following the adjournment of the 1972
General Assembly. Such a conference,
wh ich might bear the title of Governor's
Conference on the Role and Structu re
of Local Government in the Seventies,

examples of the programs that could be
undertaken by the service district. The
service district concept offers a fresh
approach that needs to be tested as ru ral
and metropolitan areas struggle to find
answers to their present problems.

4. As an observer and sometimes a
hopeful reformer of the urban scene for
many years, I have gone through as
many years of alarm and elation. I have
known continuing and recurring alarm at
the intensifying deterioration of our
com m un it i es and the accelerating
expansion of decay and disorder.
Paradoxically, what has kept these
expectations alive has been the
continuing acceleration of deterioration
combined with the conviction that
things are reaching such a critical point
t at \nte igent people must finally be--NOT TOO LATE

awakened to the need, the pressing
need, for drastic and far-reaching action.
Only when leaders at both the State and
local levels have risen above the horizons
of everyday problems do we begin to
catch a gl impse of new concepts and
fresh ideas, and are motivated to move
with vigor to solve problems yet
unexplored.
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