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In 1974 the International City
Management Association (ICMA)
undertook a survey of all municipal
ma nagers and other appointed
administrative officials throughout the
United States who, regardless of title,
ex er c i sed over a II administrative
responsibility within their
municipalities. 1 The survey was
conducted by ICMA in an effort to
obtain a statistical image of these officials
and their perspectives toward certain
local governmental issues. The following
statistical profile of the Virginia
municipal manager is based upon selected
data provided by the 57 managers from
Virginia's cities and towns who responded
to the ICMA survey.

lNTRODUCTlON

Asof January 1, 1976, all of Virginia's
cities and all except two towns having a
population of 2,500 or more employed a
municipal manager. Thus, approximately
two million Virginians currently live in
communities served by such officials.
Because these officials are involved in the
public affairs of such a large segment of
Virginia's citizenry, the personal
character istics and perspectives of these
officials are important considerations.
This commentary offers a statistical

10fficials in the latter category have been

collectively designated by ICMA as "chief

administrative officers." The term "manager"

as used in this review encompasses these chief

administrative officials.

analysis of the personal attributes of
these individuals, their educational
attainments, and their career patterns, as
well as their views on various aspects of
municipal government and management.
The availability of data from the ICMA
survey nationally will also permit some
comparative analysis of the Virginia
municipal manager and his national
cou nterpart. 2

PERSONAL CHARACTERISTICS

Accord ing to the ICM A survey
responses, the average Virginia municipal
manager as of January 1,1974 was just
under 45 years of age, approximately two
years older than the average age of

2Results of the national survey are reported

in part in Laurie S. Frankel and Carol A.

Pigeon, "Municipal Managers and Chief

Administrative Officers: A Statistical Profile,"

Urban Data Service Reports, Vol. 7, No.2

(Washington, D.C.: I nternational City

Management Association, February 1975); and

in part in Robert J. Huntley and Robert J.

Macdonald, "Urban Managers: Organizational

Preferences, Managerial Styles, and Social

Pol icy Roles," The Mu nicipal Year Book 1975

(Washington, D.C.: International City

Management Association, 1975).

managers nationally. Surprisingly, the
average age of Virginia managers did not
appear to be related to the size of the
municipality served. The highest average
age for Virginia managers (49) was found
in municipalities between 10,000 and
25,000 in population, the lowest (42) was
in communities of 100,000 to 250,000
residents. 0 ne interesting observation is
that both in Virgin ia and in the nation
the average age of managers serving in the
smallest municipalities, those under 2,500
in population, was 43. This fact suggests
that few persons enter chief
ad m in istrative positions in mu nicipal
management without extensive previous
work experience.

All except 1 of the Virginia
respondents to the ICMA survey listed
their sex as male, and all but 2 reported
their race as Caucasian (none was black).
Th is preponderance of male Caucasians in
Virginia municipal management positions
was consistent with the situation reported
nationally. Responses to the survey
ind icated that, in the entire United
States, only 15 females and 39
non-Caucasians held chief administrative
positions in municipal management. No
women and only 3 non-Caucasians held
such positions in municipalities over
50,000 in populatiqn.
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Both V irg in ia managers and those
throughout the country generally
exh ibited a high degree of marital
stability. All but 1 of the Virginia
respondents reported a continuance of
their first marriage or listed themseOlves as
widowers. Nationally, only 60 managers,
or 3 percent of the more than 1,700
respondents, indicated that they had ever
been divorced or separated.

N early all Virginia managers
responding to the ICMA survey listed
their religious affiliation as Christian and
protestant. Approximately 75 percent of
the Virginia respondents were either
Baptist, Methodist, or Episcopalian, with
each of those denominations having
virtually the same number of managers in
their membership. No Virginia manager
indicat~ that his religious affiliation was
Jewish, and only 2 recorcfed-themselves as
Catho Iic. The data for the nat ion as a
who Ie disclosed a somewhat different
religious profile; overall, 18 percent of
the respondents were Catholic, with that
percentage being exceeded only by the
Methodist denomination (20 percent).
Only 23 managers throughout the nation
who responded to the survey stated their
religious affiliation to be Jewish, less than
1 percent of the national respondents.

Another area the ICMA survey
endeavored to explore was the extent and
nature of the organizational affiliation of
municipal managers. Such information, it
may be argued, serves as one index of a
manager's exposure to community
attitudes and professional developments.
Virginia respondents to the survey
reported having an affiliation with an
average of five organizations, including
service clubs (e.g., Lions, Rotary) and
fraternal orders (e.g., Elks, Masons),
rei igious institutions, and professional
associations. This average of
organizational affiliation was identical to
that reported by managers nationally.
The organization having the largest
number of Virginia respondents (48) in
its membership was the state affiliate of
ICMA. Almost the same number of
Virginia managers (45) reported
belonging to the parent ICMA. Following
the two ICMA associations in frequency
of membership reported by the Virginia
managers were religious institutions,
chambers of commerce, and service
organizations. Thirty-six (36) Virginia
managers reported organizational
affiliation with religious institutions, and
30 listed membersh ips in chambers of
commerce and the various service
organizations. Nine (9) Virginia managers
ind icated that they held membersh ip in
the American Society for Public
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Administration, while membership in
other professional associations (e.g.,
American Institute of Planners) was
generally quite rare. On the national level,
municipal managers displayed virtually an
identical pattern of organizational
affiliation. These data suggest that both
the Virginia manager and his national
cou nterpart have rather sign ificant
organizational attachment to their
community and to their primary
professional associations.

EDUCATION

The formal education of Virginia
m u n ici pa I man ag ers, considered
collectively on the basis of the ICMA
survey, was not as extensive as that of
managers riationallY~ Slightly less tharY 60
percent of the V irg in ia respo ndents had
pursued their formal education through
at least a bachelor's degree, wh iIe for the
nation as a whole over 76 percent of the
respondent managers had proceeded to
the bachelor's degree or beyo nd.
Likewise, only 30 percent of Virginia's
managers had earned a master's degree,
compared to 37 percent of the managers
nationwide. Also of interest is the fact
that of the more than 1,700 tota I
respondents to the ICMA survey, only 5
reported hav ing received doctorate
degrees, none of them in Virginia.

When the educational fields of
specialization for municipal managers are
reviewed, some interesting but varying
patterns of academic concentration are
observed. Of the 31 bachelor degrees held
by Virginia managers, 10 had been
awarded in the field of engineering, 7 in
political science, 5 in business
administration, and only 2 in public
administration. However, of the 17
master's degrees received by Virginia
managers, 9 were in public administration
and 3 were in the field of business
administration. No other field of study
attracted any concentration of managers
in graduate work. Nationally, managers
reported a different pattern of
undergraduate training, with the largest
percentage of the bachelor degrees being
reported in political science (34 percent),
followed by that in engineering (18
percent), business adm inistration ( 14
percent), and public administration (11
percent). As in Virginia, though,
managers throughout the country
overwhelmingly did their graduate work
in public adm inistration. Of the 623
master's degrees reported nationally, 485
or 78 percent had been awarded in publ ic
ad m in istrat ion.

By means of its survey, leMA also
endeavored to determine how municipal
managers viewed the usefulness of various
areas of education with respect to
preparation for becoming a municipal
manager. The responses appear significant
as evidence of what managers perceive to
be the more vital and demanding aspects
of their work. In the survey the managers
were asked to evaluate and rank twelve
areas of education (e.g., political science,
planning, psychology, personnel, etc.), all
reasonably related to the municipal
management experience. Rated highest
by V irg in ia managers in order of their
util ity were adm in istration and
organizational theory, finance, public
relations, and personnel. Conversely,
those areas the Commonwealth's
managers rated lowest in utility, though
sfilr viewed --asHsoniewhat more than
marginal in usefulness, were systems
analysis and statistics. Managers
nationally expressed nearly identical
views regard ing the util ity of the various
educational areas.

PROFESSIONAL EXPER IENCE

In the area of professional experience,
the ICM A survey responses ind icated that
the Virginia municipal managers had an
average tenure in present position of 5.3
years, near Iy a year greater than that of
managers nationally (4.4 years). Ten (10)
Virginia managers reported having held
their present positions for at least a
decade, and 5 managers reported
continuous service in the same position
for 17 years or more. Considering all
units of government (municipal, county,

or regional) in which they had served as
the chief administrative official, the
Virginia managers reported an average of
9.5 years of total experience in such
positions, considerably longer than the
average comparable experience for
managers nationally (7.8 years). Thus, the
data suggest that the average Virginia
manager has had greater experience in
chief administrative offices and longer
tenure in his present position than his
average national colleague.

Relatively few of Virginia's municipal
managers, according to the leMA survey,
had previous experience at other levels of
government. Of the Virgin ia respondents,
on Iy 10 reported pr ior work ex per ience
in state, 9 in county, 4 in federal, and 1
in regional government. This relatively
infrequent experience at other levels of
government was consistent with the
professional background of managers
nationally. No more than 12 percent of



the respondents throughout the nation
indicated previous work experience at
either the state, federal, or regional levels
of government.

The employment history of municipal
managers discloses distinct career
patterns. The ICMA data indicate that
Virginia municipal managers have been
recru ited most frequently from positions
of manager in smaller municipalities or
from positions of assistant manager.
Eleven (11) of the Virginia respondents
reported that they had assumed their
current positions immed iately from a
post as manager in a smaller municipality,
and 10 ind icated that they had been
elevated directly from positions of
assistant manager. Three (3) others
indicated that they had been promoted
trom positions of municipal department
head. The data do disclose that in 1974 a
number of V irg in ia managers had
assumed their positions directly from
non-mun icipal employment; however,
only 1 of those officials served in a
municipality exceeding 10,000 in
population. Of the Virginia managers who
had assumed their positions directly from
non-municipal employment, 7 had come
from the military services and 3 from
pr ivate management.

The pattern of career movement for
Virginia managers, again, appears to
parallel that for managers nationally. For
the nation as a whole, 50 percent of all
managers respond ing to the ICMA survey
listed their immediately previous position
as either manager in a smaller
municipality (27 percent) or assistant
manager (23 percent). However, one
distinct variance in the career pattern of
Virginia managers from that nationally
was the Commonwealth's greater
emp\oyment ot managers directly from
military ranks. ICMA's 1974 survey
disclosed that only 49 municipal
managers in the country had assumed
their present positions directly from
military service, with 7 of those
employed in Virginia alone.

ASPECTS OF EMPLOYMENT

The average salary pa id V irg in ia
municipal managers in 1973 appeared to
compare favorably with the average paid
man age r s nat ion wid e . V i rg in ia
respondents to the ICMA survey reported
an average salary for that year of
$20,571, slightly above the national
average of $20,340. As might be
expected, the average salary of managers
increased with the size of the
municipality served. Reported average
salaries in Virginia ranged from $11,514
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for managers in municipalities under
2,500 in population to $38,833 for
managers serving communities between
100,000 and 250,000 inhabitants. The
average salaries of Virginia managers
consistently equalled or exceeded those
for managers nationally in each
population grouping for municipalities,
except in the smallest communities. For
the group of municipalities under 2,500
in population, the average salary of
managers nationally in 1973 was reported
to be $13,244, considerably above the
$11,514 recorded in Virginia. Also, the
top salary reported by Virginia managers
for 1973 was $45,000, somewhat below
the top figure listed nationally for that
year ($49,900).

The data indicate that a significant
number of Virginia's municipal managers
in 1974 concurrently held secondary
positions in their municipal governments.
The ICMA survey discloses that 16
V irg in ia managers (28 percent of the
respondents) held secondary positions
(e.g., department head). However, all but
1 of those officials served in a community
of less than 10,000 inhabitants. The
incidence of Virginia managers holding
such add itional positions appears to be
somewhat greater than the incidence in
the nation as a whole. Nationally, 366
managers (approximately 21 percent of
all respondents) held such secondary
positions.

There is evidence to suggest that
Virginia municipal managers, as well as
managers nationally, view their work as
desirable employment. When managers
were asked by the ICMA survey to list
their foremost career objectives from
among twelve specific alternatives (e.g.,
private business, teaching, consulting,
other publ ic employment), 29 of the
Virgin ia respondents stated that their first
choice as a career objective was to
manage a municipality of greater size, and
10 others gave as their first cho ice a ch ief
adm in istrative position in a municipal ity
of comparable size. None indicated that
his to p preference would be a
management position in a smaller
community. It is revealing to note that
only 2 Virginia municipal managers gave
as their foremost career objective a
position in state government, and only 1
specified federal employment as his top
preference. Virtually an identical set of
career preferences was expressed by
managers nationally.

VIEWS ON MUNICIPAL

GOVERNMENT AND MANAGEMENT

ICMA's 1974 survey contained a
number of attitud inal questions designed

to explore the views of managers on
various issues of local governmental
structure and municipal management. It
is not possible here to review all the
attitudinal questions posed to the
municipal managers; however, the
responses to the questions considered
below are sufficient to suggest the
inclinations which appear to characterize
managerial views and actions.

When the managers were asked to
express their preferences with respect to
alternative structural arrangements in
municipal government, they exhibited a
strong tendency to oppose those
arrangements which could establish
alternative centers for administrative
direction or which might promote
factionalism in municipal affairs. Virginia
managers, for example, strongly opposed
the proposal for a full-time paid mayor,
with only 1 respondent manager
expressing any support for that structural
alternative. Virtually the same extent of
opposition was indicated by Virginia
managers to the proposal for the
establishment of a full-time staff for
mayors. The concept of a full-time paid
municipal council was rejected by
Virginia managers with even greater
intensity, with not a single manager
endorsing such a proposal. Virginia
managers also generally expressed strong
opposition to the election of councilmen
by districts. They did, however, give
considerable support to plans for at-large
municipal elections which carried district
residency requ irements for the
councilmen. (The ICMA survey did not
ask for managerial views on at-large
election plans without residency
requ irements.) The responses of the
Virginia managers on questions of
structural alternatives were consistent
with those of managers nationally.

When the position of municipal
manager first evolved in this century, it
was env isioned as being purely
administrative in nature, to be entirely
divorced from policy and political
concerns. However, as has been
frequently noted by students of public
administration, this ideal conception has
proven difficult to realize. Responses to
questions in the ICMA survey disclose the
sign ificant extent to which managers are
involved in municipal policy and political
matters. Nearly all (53) of the Virginia
respondents reported that they were
frequently involved lIin the formulation
of municipal policy." Not a single
Virginia manager responding to this
question wou Id contend that he was
always excluded from the process of
policy formation. Thirty-six (36) of the
Virginia managers stated that they



frequent\y played lI a leading role in
policy-making," with 16 of these officials
asserting that they Ilaiways" assumed a
primary role in the development of
municipal policy. Only 6 Virginia
managers wou Id report that they IInever"
played a leading role in policy-making.
Similarly, 40 of the Virginia managers
ind icated in the survey that they
frequently lIinitiate municipal policies,"
and only 3 managers insisted that they
had never played such an in itiatory role.

Managerial involvement in policy and
political concerns does not appear to be
confined to activity within the
governmental structure. The ICMA survey
discloses that a significant number of
Virginia managers in various ways have
taken their policy and political concerns
to the public. Thirty-three (33) of the
V ·rg\n\a managers-i-RG i-eateEi that they hag
at least llsometimes" spoken on
IIcontroversial municipal issues" before
CIVIC, business, or other community
groups. Only 11 managers would report
never having done so. Further, 32
Virginia managers reported that they had
at least on occasion enl isted the support
of lIinfluential community members to
achieve policy goals," while only 12 of
the Virginia managers would state that
they never had resorted to efforts of that
nature.

Finally, one series of questions posed
to the municipal managers in the ICMA
survey probed managerial attitudes and
activity with respect to municipal
programs to increase the publ ic service
employment opportunities of minorities
and women. Not more than 11 V irg in ia
respondents expressed opposition to the
establishment of such plans. Further, the
Virgin ia managers reported that in 39
instances their municipalities had taken
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action to increase the public service
employment opportunities for minorities,
and that in 32 of those instances (82
percent) the programs had resu Ited from
the initiative of the manager. Likewise,
V irg in ia managers reported that 26
municipal ities had instituted programs to
further public service employment
opportunities for women and that 20 of
those programs (77 percent) had been
due to managerial initiative.3 However, a
commitment to the principles of efficient
and effective administration appeared to
establish limits to what managers would
support to accomplish desirable social
ends. As evidence of this fact, Virginia
managers expressed strong opposition to
proposals call ing for the relaxation of
civil service requ irements, even on a
temporary basis, in order to increase the
public service employment of minorities.
Only 4 Virginia respondents gave any
support to such proposals, wh ile 44
expressed opposition. Again, the views of
Virgin ia managers on these questions
closely conform to those expressed by
managers nationally.

Viewed collectively, the responses of
the municipal managers to the attitudinal
questions overall seem to reveal two
principal managerial proclivities: (1) a
tendency to oppose proposals or policies
which may threaten the manager1s
capacity to provide for the centralized,
eff i cient administration of the
municipality; and (2) an inclination to
activism in municipal policy-making.

3 1t should be noted that in no instance did

the managers report that they were forced to

overcome council reluctance to establish these

programs.

SUMMARY

The average Virginia municipal
manager, as revealed through ICMA's
1974 survey, was approximately 45 years
of age, a college graduate, male,
Caucasian, and protestant. He was a
member of the International City
Management Association, its state
affiliate, and three community
organizations. H is average salary as of
1973 was $20,571. The average Virginia
municipal manager had held his present
position for over five years and had
served various governments as a chief
administrative officer for nearly a decade.
The Virginia municipal manager appeared
committed to his vocation. With few
exceptions, Virginia managers indicated a
desire to remain in municipal
management work, with the paramount
career objeet-ive-ef-ffle-st rna ag
that of manager in a larger municipality.

Responses to the ICMA survey also
suggest that the Virginia municipal
manager has been a strong defender of
managerial prerogatives and an activist in
municipal policy-making. In the latter
regard, the ICMA survey provides
significant support to those students of
public administration who have long
contended that municipal managers could
not escape involvement in policy issues,
for administrative action, in their view,
was inextricably a part of policy-mak ing.

In conclusion, the ICMA survey reveals
that, with some qualifications, the
Virginia municipal manager is quite
similar to his national counterpart in
personal characteristics and professional
perspective. The evidence suggests, then,
that the municipal manager may well be
fashioned more by common training and
experience than by the peculiar attributes
of his state and community.
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